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The purpose of this research was to examine the extent to

which presidents of institutions of higher education felt a conflict
existed between their respective roles as spokesman
their institution

— and

as private citizen.

explored were as follows:

(1)

family to that role conflict;

— the

symbol of

Other related facets

the relationship of the president's
(2)

the relationship between role

conflict and specific reference groups;

(3)

the gains and losses

incurred when enacting either or both roles; and

(4)

the primacy of

one role over another.

Twenty-seven presidents were interviewed in-depth to determine if a conflict existed and if they would take, and have taken,
stands on the following nine social issues through which the study

was focused:

partisan politics, busing, participation in public

demonstrations, war, institutional investment policy, unjust laws,
amnesty, abortion, and marijuana.

Those interviewed headed institu-

tions all of which are located in the Commonwealth.

private institutions; nine are public presidents.
vi

Eighteen head
Twenty represent

vii

secular colleges or universities; seven are sectarian.

Three are from

universities; sixteen represent four-year colleges; eight
are from
two-year colleges.

The student bodies of seventeen are coeducational.

Nine are women's colleges.

One is a men's college.

Sixty-three percent of the presidents believe that a conflict exists.

Public college and university presidents affirm its

existence more strongly than other groups.

Private college and

university presidents are equally divided in their perceptions.
Sectarian presidents do not generally affirm its existence; secular

presidents do.

Eighty-five percent thought they were always regarded

by public and press as president.

They believed, equally, that it

was generally impossible for public and press to separate the president from his position.
There appears to be some relationship between what presidents think they would do relative to social issues and what they

actually do.

Nineteen took action of some sort.

War and politics

generated the most action followed by abortion and participation in

public demonstrations.
of sectarian presidents.

the law.

Three would.

Abortion, however, was the principal concern

Twenty-four presidents would not break
One did.

Trustees and donors most influenced gains and losses.
The losses identified in the presidential calculus are as follows:
a sense of uneasiness, decrease in annual giving, and alienation

of some segments of the college constituencies.
as follows:

Gains are measured

better realtions with the trustees, counting as a private

viil

person, decreasing passion on campus, intact on Federal
policy
makers, increasing one's popularity with internal constituencies,

and increasing donor support.

While the tacit assumption of the problem statement that
there is role conflict was confirmed, the extent to which that con-

flict exists was found to be clearly influenced by several variables
and possibly influenced by others identified in the course of the
study.

Within the methodological limitations and scope of the

study, it is concluded that the extent of role conflict between the
two roles of citizen and symbol is a function of seven variables:
(1)

public or private classification;

affiliation;

(3)

(2)

secular or sectarian

the impact of felt obligations of the presidential

office; (4) the nature of the social issue involved; (5) the in-

fluence of particular reference groups;

(6)

the gains or losses

achieved by taking a stand; and, (7) perception of the requirements
of institutional leadership.

other variables;
demic freedom.
conflict;
sity

— and

Further, it may be related to two

(1) time in office, and (2) the exercise of aca-

Two variables have no impact on this type of role

— two-year, four-year, or univerbody — men, women, or coeducational.

type of institution

sex of student
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THE COLLEGE

CHAPTER
PRESIDENT — A MAN

I

IN THE MIDDLE

In the last five years the American citizen has been drawn

into a political maelstrom.

He has been confronted with the moral

dilemma of an undeclared war in Vietnam,

No sooner had an apparent

peace been negotiated than Watergate exploded into the headlines
dumping another ethical problem in his lap.

Amnesty, abortion,

marijuana, civil disobedience, and busing intensified the ethical

pressures on him.
One of the problems facing the concerned citizen is how
to register dissent.

To seek a means of confrontation not only

requires a judgment about its appropriateness but also an assessment

about its effectiveness, the ability to produce a desired reaction.
The average citizen is relatively free to pursue any means
of confrontation if he is willing to consign his personal fate to

judicial verdict.

A person, however, who possesses prestige in the

mind of others or status because of his position in an organizational
hierarchy may not be as free to act as the average citizen.

person

— an

"unaverage" man

— may

Such a

in fact be in a position of double

jeopardy subject not only to the legal tribunal but also to an
institutional court of inquiry.

1

2

A Man in the Middle

The college president is an "unaverage" man
middle.

—a

man in the

He is, first, a symbol of his institution, the leader of his

college especially when acting as its spokesman.
acts carry the weight of institutional authority.
be informed if not wise.

His opinions and
He is thought to

When he speaks, attention is paid.

The president as symbol

.

A college is its constituencies,

the reference groups that establish expectations of presidential

behavior.

One group expects that the president shall perceive of his

job as the conservative, non-controversial voice of the institution.
They expect him to raise money, balance the budget, participate in

setting institutional goals, assist the faculty in creating a
learning environment, and recruit and maintain a faculty of quality.^
They also desire that he act with discretion, abandoning notoriety
for a more sober image.

Herman

B.

Wells, former President of

Indiana University, put it all together when he said that a president
"must be a Money Man, Academic Manager, Father Figure, Public Relations Man, Political Man, and Educator."^

^Herbert A. Simon, "The Job of A College President,"
Educational Record (Winter 1967), p. 68.
^Cited in Warren G. Bennis, "Searching for the ’Perfect'
University President," The Atlantic Monthly (April 1971), p. 40.

3

The symbolically perceiving president acts as a
typical

corporate executive would act.

He perforins administrative tasks

through the principles of delegation.
to determine standards.

He helps to set priorities and

He attempts to eliminate inefficiencies.

In current parlance, he manages by objectives.

He plans, directs,

organizes, and controls.
His public deeds and words are conducted with one eye and

one ear focused forward; the others focused to the rear.

Institu-

tional neutrality and his own neutrality are perceived as the

prerequisities for academic freedom.
The luxuries of inqiatience, annoyance, spontaneous comment
sudden enthusiasms, hates, prejudices, personal tastes, discouragement, and weariness are the privilege of the faculty
and students, not to be enjoyed by the president. Letters
which one might write as a faculty member to a colleague
become suddenly charged with hidden meanings when written on
the letterhead of the president’s office.
Casual remarks
made in the middle of a noisy dinner party abruptly become
the View of the Administration.^

Harold Taylor asserts that a symbol is expected to be
"cautious, circumspect, and domesticated."^

His words must outrage

neither the conservative stand-patter nor the liberal social interventionist.

The president must keep himself out of trouble while

^Harold Taylor, "The College President," in On Education
Abelard-Schuman, 1954), p. 71.
and Freedom (New York;
^Ibid.

4

minimizing public concern over sex, drugs, riots, and dogs
on his
campus.

He "must never forget that it is the office, not the
presi-

dent, that is important."^

The president is, secondly, a citizen, a private man with

values and conscience.

The issues that pulse within the society

affect his secluded thought.

When he discloses that conscience to

public view, his words may carry clout.

When he speaks, the public

heeds attributing to the spoken view the stand of the institution,
not the single opinion of the president as a private man entitled to

private conscience.
The president as citizen

.

Citizenship is a sequestered

affair, a matter of one’s values and how one perceives they may

become socially exhibited.

Despite the fact that the president may

occupy a position of social responsibility, he still has inner
opinions to guide his actions.

"when (an)

.

.

.

Walton has correctly observed that

organization 'buys' a man's talents it also pur-

chases in a real sense the individual's values, which shape the di-

rection through which these talents will be expressed."^

Conflict

Slhomas E. Jones, Edward V, Stanford, and Goodrich C. White,
Letters to College Presidents (Englewood Cliffs, New Jersey:
Similar views are expressed in Samuel
Prentice-Hall, 1964) , p. 13.
Steward
P, Capen, The Management of Universities (Buffalo, New York:
and Foster, 1953), pp. 69-70; Herman L. Donovan, Keeping the University Free and Growing (Lexington, Kentucky: University of Kentucky Press, 1959), pp. 45-46; 0. E. Lovett, "Remarks," University
of Arkansas Bulletin (February 1915), p. 49; Max Lemer, "The Other
Presidents," Boston Globe , October 9, 1968,
.

—

Walton, Ethos and the Executive Values in
Managerial Decision Making (Englewood Cliffs, New Jersey: PrenticeHall, 1969), p. 6.
6 Clarence E.

5

arises, however, when the values of the institution as expressed
by
its constituencies are incongruent with the way the president wishes
to express his values.

The president may be one to feel "bought"

when he has to make his values and actions subservient to those
who purchased his talents.
The least con^jlicated way for the president publicly to

express this private concern is to vote, but voting is like a pair

of sun glasses.

It hides the participant.

It submerges his

political choice in the ocean of other similar decisions.
For the president to do more than vote, he must abjure

silence.

He must weigh his concept of education, reflect upon his

ideas of the function of his institution, and evaluate his role as

president in order to conclude:

"Silence, cowardice, emptiness,

or nihilism at the core of the academy would be a source of cor-

ruption of the young and of society at large

— the

opposite of

what education in citizenship should be."^
Need for the Study

— 1973

The literature on college presidents from 1900

consists of some twelve hundred titles in three categories:

bio-

graphical and autobiographical studies, managerial descriptions

spelling out what the president does, and the behavioral literature describing how he performs these duties.

W. Minter and Patricia 0. Snyder (eds.). Value Change
and Power Conflict in Higher Education (Berkeley, California:
Center for Research and Development in Higher Education and Western
Commission for Higher Education, October, 1969) , pp. 13-14.
7 John

Interstate

6

The biographical and autobiographical studies describe

the things various presidents have been able to accomplish during

their "regimes."

Frequently they tell as much about the conditions

surrounding the development of the particular college or university
as they do about the president.

The biographical studies tend to

eulogize about the "great" presidents. ^

The autobiographical writings

describe, with little modesty, actions the writer took to achieve

institutional greatness.^

All too frequently these studies tend to be anecdotal,
replete with "stories" that are apocryphal in nature.

Their value

lies in offering insights into the development of the presidential

office from mild despotism to the executive efficiency of the
corporate type.

They occasionally offer insights into conflicting

expectations but make these subordinate to task performance.

^"Angell and His Fellows," Nation , April 6, 1916, p. 377;
College President Is Wise, Industrious and 59," Life , 2
Average
"The
(June 7, 1937), p. 44; Henry James, Charles W. Eliot: President of
Harvard University 1869-1909 (Boston: Houghton Mifflin Co., 1930);
and George H, Palmer, The Life of Alice Freeman Palmer (Boston:
Houghton Mifflin Co., 1908).

^Andrew Dickson White, Autobiography of Andrew Dickson White
(New York: Century Co., 1905), 2 vols.; Peter Sammartino, The President of A Small College (Rutherford, New Jersey: Fairleigh Dickinson
College Press, 1954); and Harold W. Stoke, The American College
President (New York: Harper & Brothers, 1959).

7

The managerial literature describes what the
president does
as the chief executive of the institution.^®

It focuses attention

on the four principal tasks of planning, organizing, directing,
and
controlling.

It specifies the huge complex of tasks for which one

man is responsible, running the gamut from sweeping floors and dusting
chalk trays to constructing buildings and maximizing investment
returns.
This literature is repetitive and overburdened with minutia.

There is hardly a task conceivable that escapes analysis.
theme is that no one man can do all that needs to be done.

Its chief

Despite

the common sense of this observation, the value to the research lies

in acquainting those interested with the requirements of the position

and the absolute necessity to follow principles of management.
The behavioral literature most frequently analyzes college

presidents according to the roles they play, the "how" part of the

managerial tasks.

The role classification most frequently used is

lOWarren G. Bennis, "The University Leader," Saturday ReDecember
view ,
9, 1972, pp. 42-44, 49-50; Kingman Brewster, Jr.,
"The Politics of Academia," School and Society (April 1970), pp.
211-214; Harold W. Dodds, The President Educator or Caretaker?
McGraw-Hill, 1962); E. Milton Grassell, "The President
(New York:
Needs Training in Management," College Managemen t (August 1971), pp.
28-29; Francis H. Horn, "Academic Administrators, Unite," College
and University Business , June 30, 1961, p. 33; A. Lawrence Lowell,
Nhat A University President Has Learned (New York: Macmillan, 1938);
Malcolm G. Scully, "Presidents Cite Strains of Job as Many Quit,"
College Management , April 21, 1969; Donald C. Stone, "Perspectives
of a President on the Rights, Responsibilities and Relationships of
A College Faculty," Educational Record , (October 1, 1956), pp. 285291; E. K. Williams, "A Man for All Seasons," Liberal Education ,
(October 1965), p. 403.

—

York:

llHuston Smith, The Purposes of Higher Education (New
Harper, 1955); Robert M. Hutchins, "The Administrator:

s

8

"mediator. ''^2

others employed are:

preneur," "innovator," "post modern,

"technocrat," "academic entreand "protean man."l^

This

literature stylistically characterizes the task performance of the

president without examining how he responds to the conflicts that are
inherent in his perception of his role as president and his role as
a person.

Occasionally within the behavioral literature, one finds
short statements on the role of the president as a private
citizen.

Leader or Officeholder?" in Freedom, Education, and the Fund
Essays and Addresses, 1946-1956 (New York: Meridian, 1956); Francis H. Horn, "The Job of the President," Liberal Edcuation , IV,
No. 3 (October 1969); By A College President, "Prexy," Harper
Monthly Magazine , January, 1938, pp. 189-97; J. Kirk Sale, "Men
of Low Profile," Change , July/August, 1970, pp. 36-37; and "The
Extracurricula Clout of Powerful College Presidents," Time,
February 11, 1966, pp. 64-65.
;

’

achusetts;

^^Clark Kerr, The Uses of the University (Cambridge, MassHarvard University Press, 1963).

^%arren

G.

Bennis, "Perfect University President," op. clt.

pp. 39-44.

^^Robert Hutchins, "The University in the Learning
and University Business , (September 1971),
College
Society,"
p.

61.

^^Beardsley Ruml and Donald H. Morrison, Memo to A College
Trustee (New York: McGraw-Hill, 1959); Aldo D. Henderson, "Colleges
and Universities As Agents of Social Change: Goals and Conflicts,
in W. John Minter and Ian M. Thompson (eds.) Colleges and Universities As Agents of Social Change (Boulder, Colorado: Western
Interstate Commission for Higher Education, November, 1968); and
Edgar W. Knight, What College Presidents Say (Chapel Hill, North
Carolina; University of North Carolina Press, 1940).

,

9

The tenor of these remarks suggests that the president "keep his

mouth shut" and attend to tasks administrative.

In the one instance

involving President Ward of Amherst, the existing literature is
insignificant.
As one "reminisces" through the literature, he is struck

by a number of reasons for a study of this kind.

First, there is a

conspicuous gap on this aspect of presidential behavior.

No one

has adequately examined what these men and women perceive their roles
to be when confronted by the pressure of controversial social

issues
Second, the data collection methodology used for this

research seeks information through in-depth personal interviews

with a selected san^ile of college and university presidents, a
technique that is rarely used to ascertain presidential perceptions.

The uniqueness of this methodology provides data that is

presently unavailable anywhere else.
Third, the problem of role conflict is not unique to

presidents of higher education institutions.
as well:

in business,

in the military,

It exists in others

the family,

and

Harper &
Schnee,
E.
Jerome
and
Warren,
E.
Kirby
Lazarus,
Row, 1964); Harold
PrenJersey:
New
Cliffs,
(Englewood
The Progress of Management
tice-Hall, 1972); and Waino W. Suojanen, The Dynamics of Manage^ment (New York: Holt, Rinehart, and Winston, 1966).

l%arry Levinson, Executive Stress (New York:

17waldo W. Burchard, "Role Conflict in Military Chaplains," American Sociological Review , XXX (1954), pp. 164-175.
Spiegel, "The Resolution of Role Conflict within the Family," Psychiatry , XX (1957), pp. 1-16.
18 John P.

10

the church.

A particular need exists to study role conflict as it

is perceived by presidents of colleges and universities.

This re-

snarch, therefore, adds a fourth dimension to the existing biographical, managerial, and behavioral studies.

It researches the apparent

struggle between the role of private citizenship and the role of

institutional leadership.
Statement of the Problem

The purpose of this study is to examine the extent to

which presidents of institutions of higher education feel that a
conflict exists between their respective roles as president and as
a private citizen.

follows:

Other related issues to be examined are as

the relation of a president's family to possible role

conflict, the kinds of social issues that may generate role conflict, the presidents' perceptions of the relationship between

role conflict and specific groups, the gains and losses incurred

by presidential actions, and the primacy of one role over another.
The assumption behind this question is that a conflict

exists between the president's role as a private citizen and his
role as president of the college.

There is ample supporting

evidence in the literature to make this assumption tenable. 20

^^Paul Kurtz, Moral Problems in Contemporary Society
(Englewood, Cliffs, New Jersey: Prentice-Hall, 1969).

^^Frederick L. Bates, "Position, Role and Status: A
reformulation of Concepts," Social Forces , XXXIV (1956), pp.
313-321; J. W. Getzels and E. G. Guba, "Role, Role Conflict, and
Effectiveness: An En^^irical Study," American Sociological

11

The Presidential Calculus

Interpretation by the college constituencies of presidential acts carries a positive or negative "charge" that helps to de-

termine the president’s satisfaction or dismay over his choice of

social intervention.

Their expectations are his social guide.

Each contains an action imperative

—a

"thou shalt" or "shalt not."

The institutional inperative grounded in these expectations may conflict with the personal imperative of conscience.
The president's personal dilemma involves a decision

calculus.

When is he free to act as a private citizen?

he act as spokesman for his institution?

tify him.

When must

Words and actions iden-

A miscalculation can sweep him from his office.

To

understand the ingredients involved in that calculation, it is

necessary to examine the literature written about the office.

Review , XIX (1954), pp. 164-175; William J. Goode, "A Theory of
Role Strain," American Sociological Review , XXV, No. 4 (1960), pp.
483-496; Neal Gross, Ward S. Mason, and Alexander W. McEachem,
Studies of the School Superlnten Explorations in Role Analysis
dency Role (New York: Wiley, 1966); Robert L. Kahn, Donald M.
Wolfe, Robert P. Quinn, and J. Diedrick Snock, Organizational
Studies in Role Conflict and Ambiguity (New York: Wiley,
Stress:
1964); D. J. Levinson, "Role, Personality, and Social Structure
in the Organizational Setting," Journal of Abnormal and Social
Psychology , 58 (March 1959), pp. 170-180; Seymour Lieberman, "The
Effects of Changes in Roles on the Attitudes of Role Occupants,"
Human Relations , 9 (1956), pp. 358-402; Theodore R. Sarbin, "Role
Theory," in Gardner Lindzey (ed. ) , Handbook of Social Psychology
Addis on-Wes ley , 1954), I, pp. 223-259;
(Reading, Massachusetts:
Samuel Stouffer and Jackson Toby, "Role Conflict and Personality,"
American Journal of Sociology , LVI, No. 5 (March 1951), pp. 395Analysis,"
406; and Jackson Toby, "Some Variables in Role Conflict
323-327.
Social Forces, XXX (1952), pp.
;

—

CHAPTER

II

COLLEGE AND UNIVERSITY PRESIDENTS

A REVIEW OF THE LITERATURE

"He should be

bom

with the physical strength of a Greek

athlete, the cunning of a Machiavelli, the wisdom of a Solomon, the

courage of a lion, if possible.

with the stomach of a goat

But in any case, he must be

....

bom

He must be a Money Man, Academic

Manager, Father Figure, Public Relations Man, Political Man, and

Educator."^

"He must be in the vanguard of progress and at the

head of that vanguard.""^

"He is a hewer of wood and a drawer of

water, a dray horse, a galley slave, a bellhop, a hack and a nurse-

maid all wrapped up in one."^
These statements, or others like them, pervade the recent

literature on college and university presidents.

They can lead one

to believe that the president of an institution of higher education
is some sort of Promethan hero.

Perhaps the discord, intemperance,

^Statement by Herman B. Wells, former President of
Indiana University, in Warren G. Bennis, "Perfect University
President," op . cit. , p. 40.
^Robert M. Spector, "The Changed Role of the
School and Society , (Summer 1971),
President,"
versity

Modem Unip.

279.

^Statement of William H. Cowley in Francis Horn, "The
Job of the President," Liberal Education , (October 1969), pp.
387-388.
12
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and visibility of past campus disorders contributed to this view.

Perhaps the various "descriptionists" of the job are merely re-

counting their own e^qjectations or, just as possible, trying to set
forth their own qualifications for the next vacancy that occurs.
A. J.

Brumbaugh expressed his view on this formidable list of

qualifications cogently:

it "leaves one with the impression that

if there is such a man, he ought to be canonized instead of saddling

him with the duties of

.

.

.

president."'^

Romanticism and wit, however, do not seriously contribute
to an understanding of the president's task.

The purpose of this

chapter, therefore, is to review the literature on the college and

university presidency in order to better understand the nature of
the job and to determine where the subject of this dissertation

falls within the existing research on the presidential office.
First, a succinct examination of the dimensions of the

literature from 1900-1973 is given to disclose how much has been

written and by whom.

Second, the president's job is defined.

College and university by-laws contain this codification and are

worth a brief, historical scan.
nature of his task.

The AAUP has even defined the

Third, the literature from 1900 to 1973 is

surveyed in three categories:

biographical and autobiographical

studies, managerial descriptions spelling out what the president

^Ibid.

,

p.

387.
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does, and the behavioral literature describing how
he performs

these duties.

This survey partially sets the stage for an examina-

tion of the role conflict that is the subject of this
dissertation.
But before we turn to the existing literature on that

dt izen/symbol

conflict, the fourth thing to be done is to view

quickly the function of higher education and the political demands

placed on institutions of higher learning.

It is the dual challenge

of politics and of functional responsibility that have helped, in

part, to create the role conflict under study.
Next, we shall examine the few bits and pieces of literature that treat the president's role as citizen and symbol.

The

larger part of that writing is quite recent with the most important

contributions emanating from the pens of President Ward of Amherst
and President Silber of Boston University.

The chapter concludes

with a short look at the so-called "neutrality position" required
of the college and university.

Because any stand taken by a presi-

dent on a social issue can be regarded as an act politicizing the

institution which he heads, he must examine any stance he might take
in the light of institutional involvement.

Dimensions of the Literature

In the period from 1900 to 1973, more than 1,200 magazine

articles, books, and monographs were written about the task the

college president performs.

Sixty percent have been written since

15

1940; about twenty-five percent before 1950; another thirty-five

from 1950 to the present.

There are more than one hundred and

twenty periodicals containing these articles.

Fifty percent are

professional publications; the remainder are lay publications.^
About half of the total number of publications deals with
the nature of the president's job relationships with the trustees,

faculty, student body, alumni, donors, foundations, staff, personnel

and the public at large.

Nearly twenty-five percent deal with the

qualifications for the job, a percentage that is on the increase.
About twenty percent of the literature describes the personal factors

associated with the job

— retirement,

and personal history.

If we add to personal factors the reasons for

salary, degrees, age, tenure,

president's leaving their jobs, then that figure nears twenty-five
percent.

Almost half have been written by the presidents themselves,

although it appears that this percentage is on the decline.

The

remainder has been written principally by deans, faculty, trustees,
and administrative staff with infrequent authorship by students,
donors, and public officials.

Despite this multitude of publications, only twelve deal
in any way with the citizen/symbol conflict.

number directly confront the issue.

Seven of this small

There are occasional short

^Walter Sells and Ernest V. Hollis, The College Presidency,
1900-1960: An Annotated Bibliography (Washington, D.C.: U.S. Department of Health, Education, and Welfare, 1961), and the writer's
research through the literature. The Bibliography of this Dissertation begins where Sells and Hollis conclude.
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sentences in about a dozen more.

The huge bulk of the literature,

then, deals with the external relations of the president

—when

it

discusses it at all

under the traditional administrative duty of

"public relations."

It is to that literature that we turn now to

define the president's job.
The President's Job

As one examines the Charters and By-Laws defining the

general nature of the president's job, he is struck by the perma-

nency of the description.

Words change in their spelling.

The lan-

guage becomes more succinct and less austere but the function remains

virtually unchanged.

The 1727 Statutes of William and Mary, the

second college to be chartered in the new land, details the nature
of the office in a section entitled "Concerning the President."

Let there be chosen for a president, a man of gravity, that
is in holy orders, of an unblemished life, and good reputation,
Let the election of
and not under thirty years of age. .
him be entrusted with the governors of the college. Besides
learning, and an unblemished good life, care must be taken that
he be a man of prudence, and skillful in business, and industrious and diligent in the management of all affairs;
always preferring the honor and interest of the college, to
Let him
.
his own or any other person's concerns. .
diligently inspect into the revenues of the college, and see
that once a year at least a full account be perfected of all
receipts and issues; ... He must provide in due time that
edifices be duly kept up and repaired. And that the visitors
and governors ... be better informed . . . let the president
... be present at all their meetings and councils.
.

.

.

^"Statutes of William and Mary, 1727" in Richard Hofstadter
and Wilson Smith, American Higher Education: A Documentary History
(Chicago: University of Chicago Press, 1961), I, pp. 45-46.
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Yale

s

1745 Charter stipulates the same function in a

single sentence:
That the President and Fellows shall have the government,
care and management of the said college, . . . and shall have
the power ... to make, ordain, and establish all such
wholesome and reasonable laws, rules, and ordinances, not
repugnant to the laws of England, ... as they shall see fit
and proper, for the Instruction and education of the students,
and ordering, governing, ruling, and managing the said College,
and all matters, affairs and things thereunto belonging. 7
8.

The Charters and By-Laws of the institutions founded in the

eighteenth and nineteenth centuries echo those of William and Mary
and Yale.

In them, the president was seen as a man of austere and

conservative command.

He ran the institution and others obeyed.

He

was a man of ability, both academic and commercial, although the
latter was appropriately subordinate to academic posture and sincerity.

He was the leader of a community devoted to erudition. Be-

cause of his position, he was entitled to demand the respect of
faculty, students, and the public alike.

The power he held by the

right of these documents caused one faculty member to observe that

"the college presidency is a despotism untempered by assassination. "8
The vesting of operational command in one man’s hands

could not last.

The college presidency began to reflect the changing

7"Yale Charter, 1745" in Hofstadter and Smith, ibid .
p.

52.

^Quoted in By A Near-Professor, "The Next College President," The Popular Science Monthly , LXXXIII (September 1913),
p.

274.

^
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nature of the times.

President Eliot in his inaugural address in 1869

saw himself as an "executive officer."

surprisingly modem.

His words on that occasion are

They reflect the change that was beginning to

take place in the nature of the presidency moving it away from com-

mand to supervision

— from

autocracy to a restrained parliamentar-

ianism.

The President of the University is primarily an executive
officer; ... An administrative officer who undertakes to
do everything himself will do but little, and that little ill.
The President’s first duty is that of supervision.
The
.
principles of divided and subordinate responsibilities which
rules in government bureaus, in manufactories, and all great
conq)anies ... must be applied in the University. ...
He
must watch and look before ^watch to seize opportunities to
get money, to secure eminent teachers and scholars, and to
influence public opinion toward the advancement of learning;
and look before, to anticipate the due effect on the University
of the fluctuations of public opinion on educational problems
.

.

—

....

It is imperative that the statutes which define the President's
duties should be recast, and the customs of the College be
somewhat modified, in order that lesser duties may not crowd
But however important the functions of the
out the greater.
President, it must not be forgotten that he is ein)hatically a
constitutional executive. It is his character and his judgment
which are of importance, not his opinions. He is the executive
officer of the deliberative bodies, in which decisions are
reached after discussion by a majority vote. These decisions
bind him. He cannot force his opinions upon anybody. A
university is the last place in the world for a dictator.
Learning is always republican. It has idols, but not masters.

Eliot presaged the development of the principles of manageHe saw in tryanny not only the functional weakness of one

ment.

man's trying to do everything, but also the political impairment of
thought control.

ibid.

,

In calling for a recasting of Presidential duties

^"Eliot's Inaugural Address, 1869," in Hofstadter and Smith,
pp. 621-22.

19

custoiUj

liG

foiTGSsw tliG hlGiTarchy of organization

meant to overcome those weaknesses.

What he did not foresee was

that supervision can be as tyrannical as command.

The by-laws of colleges founded in the twentieth century
do not recast presidential duties.

If anything,

they restate the

nature of the job in more current prose, a prose replete with super-

visory terminology.

The By-Laws of Western New England College,

founded in 1919, are illustrative of the recasting that changed
nothing.

The President
shall preside at all meetings of the
.
Board of Trustees. He shall have general supervision,
management, and control of the educational activities of the
College; shall see that all order and regulations of the
Board of Trustees concerning the same are carried into
effect; shall, in consultation with the Deans, have responsibility for the appointment, retention, promotion, election
to tenure, and setting of salaries of the faculty; and shall
perform such other duties as the Board of Trustees shall
from time to time designate.
.

.

In the Operations Manual of the College, the following

sentence appears after this quote from the By-Laws.

"In the

exercise of these duties, the President shall delegate the functional operation of educational, financial, development, and student

activities to respective administrative officers."^!
The twentieth century president, then, is the executive

officer of which Eliot wrote.
than an academic "pope."

He is more of an administrative figure

He is less concerned with student discipline

lOwestern New England College, "By-Laws of Western New
England College." (Mimeographed.)

llWestem New England College, Operations Manual;
dent.

(Mimeographed.

Presi-

.

;
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and faculty obedience.

These have been replaced with worries over

communications, innovation, initiation, and new horizons.
these new crxteria that he is evaluated.

It is

The American

Association of University Professors defines his performance in that
context
The president, as the chief executive officer of an institution of higher education, is measured largely by his capacity
for institutional leadership. He shares responsibility for
the definition and attainment of goals, for administrative
action, and for operating the communications system which
links the couponents of the academic community. ... As the
chief planning officer of an institution, the president has
a special obligation to innovate and initiate.
The degree
to which a president can envision new horizons for his institution, and can persuade others to see them and to work toward
them, will constitute the chief measure of his administration.^^
It is the president as executive officer

visor, leader, or planning officer

—who

— as

administrator, super-

is the subject of this study.

Biographical and Autobiographical Studies

Having traced briefly the changing nature of the president's "job description," we have a framework against which to judge
the substantial body of literature written about the office from

1900-1973.

The first segment of that material is essentially

historical, con5)osed of biographical and autobiographical studies.

^^American Association of University Professors, "The
President," AAUP Bulletin , 52 (Winter 1966), pp. 375-76. This
statement has been adopted by the American Association of State
Colleges and Universities, the American Council on Education,
and the Association of Governing Boards of Universities and
Colleges
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One is startled in examining these studies by a
surprising
fact:

the significant biographical studies have generally been

written prior to 1960.

Others have been written since then, of

course, but there seems to have been few "great" men to catch the

biographer’s eye or few presidents who have been willing to put their
thoughts to paper.
There apparently was a great era of college presidents.

lasted roughly for seventy years

— from

1860 to 1930.

It

In the earliest

years, 1865 to 1885, four men dominated the presidential scene;

Gilman of Johns Hopkins, Angell of the University of Mighican, White
of Cornell, and Eliot of Harvard.

It was said of these men, and a

few others nearly like them, that the "typical U.S. college president
is primarily neither a financier nor a scholar nor a socialite but a

man combining the qualities of all three.

When one thought of

collegiate leadership, his attention was directed to these four
apostles.
As authors discussed such men

much about institutional history.

— and

— they

women

also told us

Henry James mentioned much about

Harvard through his Pulitzer Prize biography of Charles W. Eliot.
Samuel E. Morison is renowned for his Three Centuries of Harvard

.

^^"Angell and His Fellows," Nation , April 6, 1916, p. 377.
14"The Average College President Is Wise, Industrious, and
59," Life , 2 (June 7, 1937), p. 44.
l^Henry James, Charles W. Eliot; President of Harvard
Houghton, Mifflin Co. , 1930)
(Boston;
University, 1869—1909

l^Samuel Eliot Morison, Three Centuries of Harvard,
1636-1936 (Cambridge, Mass.: Harvard University Press, 1936).
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Charles M. Perry wrote of Henry Philip Tappan, the
first president of
The University of Michigan.

George H. Palmer turned to Wellesley

College for his life of Alice Freeman Palmer. 18

Frederick Rudolph

used his doctoral dissertation to enlarge into the study of Mark

Hopkins of Williams.

1^

Andrew Dickson White composed a two volume

autobiography, one dealing with his career as a University of

Michigan professor and the other as the first president of Cornell. ^0
These and many other studies revealed as much about the institutions
as they did about the presidents.

All of these works regard the presidential role as the

principal factor leading to the success of the particular institution.

Most of them tend to venerate the men involved.
molders of the American ideal.

They are seen as

They are portrayed as men with superb

courage and tireless energy, with unique qualities of mind and
Sometimes these writings are so full of persons and events

character.

^^Charles Milton Perry, Henry Philip Tappan, Philosopher
(Ann Arbor, Mich.
and University President
University of Michigan
Press, 1933).
;

18

Boston;

George H. Palmer, The Life of Alice Freeman Palmer
Houghton, Mifflin Co., 1908).

^^Frederick Rudolph, Mark Hopkins and the Log; Williams
1836-1872
(New Haven; Yale University Press, 1956).
College,

White

Andrew Dickson White, Autobiography of Andrew Dickson
2 vols.
Century Co., 1905).
(New York;
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that they tell us more than we need to know.

Nevertheless, they

eulogize the achievements of the "great” presidents.

They emphasize

what has already been noted in the section of this chapter
on the
president

s

job

that the early president was a unique commander-

in-chief, steering his particular institution into paths of his

singular vision.
Soon, other writers began to examine the developmental

side of the college presidency.

One of the early articles making

this comparison is found in Current Literature .

sketched:

Nine presidents were

Eliot of Harvard, Hadley of Yale, Butler of Columbia,

Wheeler of California, Hudson of Chicago, Wilson of Princeton,
Jordon of Stanford, and Schurman of Cornell.

The article observed:

"As the institutions have been changing, the character of the men who

manage them has been changing.

The old idea of a college president is

seldom realized now except in small and backward institutions.
was rather aged and always venerable.

He

His aspect was spiritual.

.

.

Not one of these nine presidents of leading universities is a

doctor of divinity. "2^
Eliot’s ideas as expressed in the inauguration address

quoted earlier seem to have caught hold.

Presidents now "manage."

Character per se becomes a less important guide to the institution
than character as a quality of leadership.

Presidents are now

21 "Holders of the American Ideal," Current Literature , 43

September 1907), p. 276.

.
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executives in much the same manner as their corporate
counterparts.

Education has

arrived" for it now has to be managed.

Perhaps it is

this change from command to supervision that accounts
in large part

for the infrequent biographical or autobiographical studies
since
1960.

Supervision is less romantic to study than command.

Much of the literature from 1900 to 1950 has significance
now only to students of educational history and doctoral candidates.

Presidents of current tenure are more influenced by four books on the
college presidency that appeared from 1954 to 1962.

Peter Sammartino, then President of Fairleigh Dickinson
College, directed his attention in 1954 to the small college. ^2

^

little book, it is a notebook of rubrics, a guide for daily living.
It contains such observations as:

"First of all, he should have a

comfortable and good looking office.

.

.

.

Second, the college presi-

dent must decide how much leisure time he wants to have.

...

I

believe the matter of food is important in the life of a college
president.

...

A word about drinking is in order. "23

Although these observations appear quaint to us in 1974,
Sammartino’ s book is representative of a period in the literature

when presidents were looking for advice on how to regulate their

OO

Peter Sammartino, The President of A Small College
(Rutherford, New Jersey: Fairleigh Dickinson College Press, 1954).
^^Ibid.

,

pp. 10-13.
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time and how to handle the increasing complexity
of college

administration.

Since presidents still tended to be scholars first

and administrators secondly, they needed this information.
In 1959, Harold W. Stoke, President of Queens College and

former president of the University of New Hampshire and
Louisiana
State University, wrote a much-quoted volume. The American College

President .

He tried to steer away from offering guides about how

to do things.

Rather he sought to offer "an interpretation of an

important part of higher education, a report on some of the problems
of the president, and an indication of some of the pleasures and

pains of his position.

In each of these goals, he succeeded.

But the achievement was more veneer than substance.

He discussed

trustees, the vested authority in the president, and money matters.
He saw the strain on "the uneasy campus" but failed to see what it

augured.

He informed of what he had learned; and he had not learned

enough.

Later, in 1959, Henry Wrlston, autocrat. President Emeritus
of Brown, and former President of Lawrence College, wrote The Academic

Procession , probably the singularly most influential book on the
college presidency since 1930.^^

York;

Anecdotal in a scholarly manner,

Harold W. Stoke, The American College President
Harper & Brothers, 1959), p. viii.

^^Henry M. Wriston, The Academic Procession
Columbia University Press, 1959).

(New

(New York;

—
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his firm wisdom seemed translatable
as a style of operation.

His

examples, ubiquitous in their sweep
from curriculum to pictures on

dormxtory walls, seemed kind, tolerant,
humane.

His humanism

convinced that autocracy could be made
benevolent.

Harold Dodds in 1962 tried to do what Wriston
did not
to distinguish between the primary duties
of the office and those

supporting it.^^

For the first time, data were drawn from
interviews

within the academic community.
management "trap."

Dodd and his colleagues feared the

Once the president allows the character of his

administration to become managerial, then he has entrusted
the
academic function to the provost or deans.

They desired a president

who could be both educational leader and executive officer
as the
ideal president for the future:
(The president) reveals where his heart lies and sets the
character of his administration by the choice he makes between
those functions to which he gives his most personal, intimate,
and continuing attention and those which he generally leaves
to others.
We believe that Implicit in the office he holds is
the duty to participate actively in framing and carrying out
the teaching and scholarly policies of his Institution.

Caretaker?

^^Harold W, Dodds, The Academic President
(New York:
McGraw-Hill, 1962).
^

^Ibid.

,

p.

2.

— Educator

or
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After Dodd

s

work, an hiatus of nine years occurred before

another book of impact appeared.

In 1971, William Birenbaum,

President of Staten Island Community College, ushered in a new
type
of presidential exposition

— the

social memoir in which the writer

takes not only himself to task but also lambastes the "system."

Pungent, sad, cathartic i

through these Birenbaum makes a virtue

of public confession, of the "intensified connection between the

public and the private, the social and individual
asserts:
this.

.

.

."28

He

"A man in my position is not supposed to write a book like

Unlike other teachers, college presidents are not expected

to share with others what they really know.

in office.

Not if they want to stay there.

Not while they’re still

Through such remarks

what might have been a serious contribution to the analysis of

educational power politics becomes instead a lamentation bogging us
down in teary sentiment.
More influential, perhaps, has been the soul searching of

Warren Bennis.

Already renowned for his work in organizational

behavior, Bennis was smitten with the value of his own work.

Ambition called him to the throne at the State University of New

York at Buffalo but rejection followed.

Enough

All this Bennis described in

^^William M. Birenbaum, Something for Everybody Is Not
Random House, 1971), p. xv.

(New York:
^^Ibid.

,

p

.

xii
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an article in The Atlantic that was praised for its courage and
revelation.

Whether it deserved this praise or not is of less

importance than the fact that the article was of the same social
3-S

Birenbaum

Bennis, it seems, had become so wound up in

s.

his self-avowed possession of the keys to organizational wisdom that

^he reality of the real world

— of

search committees in particular——

startled and saddened him in its rejection.

He lamented but not as

effectively as Birenbaum.
Not content to be rejected, Bennis struggled against out-

rageous fortune to become the president of the University of
Cincinnati.

Still not content to leave things alone, he gave us The

Leaning Ivory Tower in 1973, an "intimate memoir" as he calls it.
He says "that it is often too personal, displaying anguish, pride, and
a strident honesty.

.

.

.

There are pages of confession, expiation,

apology, justification, and self-congratulation."^^

Such a book

should ascend to ire rather than to the level of banality, but in

keeping with its kind, it lamented as a man beating his head on the

academic wailing wall.

Theory was incapable of action.

What Bennis

never seemed to acknowledge was that his theory was for organizations, not people.

3®Warren G. Bennis, "Searching for the 'Perfect' University
President," op. cit.
Bennis, The Leaning Ivory Tower (San
Francisco: Jossey Bass, 1973), p. ix.

^%arren

G.
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It appears that The

.

.

,

Tower may bring to an end the

short lived period of presidential true confessions due to the
fact
that the literature is now concerned with student quietude, decreasing

enrollments, and the financial crunch.

Warren Barr Knox has entered

the scene with a disjointed array of thoughts entitled Eye of the

Hurricane .

Intended for administrators, it abounds in the conventional

wisdom that "Education administration at all levels must be strong,
positive, enduring, compassionate, firm, practical, and imaginative. "32
It discusses the ways administrators must act to salvage the

"wreckage" of the '60’s.

Recapitulation .

As one looks back over the literature on

college and university presidents of the past seventy-five years, the
trends identified become apparent.

The writings of the late nine-

teenth and early twentieth century concentrate on the great men of

educational achievement.

In writing of these men, they provided,

quite derivatively, a side view of institutional history.

Around 1910,

writers began to see how the role of the president had changed from
control to supervision, a development that was also being encouraged
on the industrial front.

By 1950, after a depression and a world war,

education was becoming a great energizer, a means to ensure economic
growth.

Presidents were caught up in the complexity of growth applied

to education.

They needed some guide to run the establishment.

Stoke

and others helped fill that gap.

^^Warren Barr Knox, Eye of the Hurricane
Oregon State University Press, 1973). p. 8.

(Corvallis, Oregon:
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The next development, ushered in by Birenbaum,
was essentially confessional.

Not that the writers, mostly presidents
themselves,

were seeking absolution as much as finking on the
educational system.
They became the John Deans of exposure and, in time,
may become equally as pathetic.

If the economic circumstances and the catching up of

the declining birth rate had not impacted so suddenly, this
trend of

the social memoir might have continued.

Now, however, retrenchment

is the goal.

Good management is empha-

sized.

Tenure is under scrutiny.

In Dodd’s words, caretaking is now more important than educa-

tion if many private institutions are to survive and if public education is to cope with reduced budgets.

This theme will undoubtedly

last until we are through the present "crisis.”

The Managerial Literature

While the careers of college presidents were being studied
for their impact on institutions and on the development of higher

education, another group of writers turned their attention to the

duties presidents were called upon to perform.

I

have characterized

these studies as managerial literature for they describe the presi-

dent's job within the four major divisions of management principles:

planning, organizing, directing, and controlling.
H.

L.

Donovan, President Emeritus of the University of

Kentucky, examined the changing nature of the task.

He surveyed over

two hundred years of presidential administrations to conclude that

they did the following things:

31

(He) solicited funds for the operation of the college, recruited students, prepared the budget, supervised expenditures,
purchased such materials and supplies as were used, recommended
policies to the trustees, corresponded with those interested in
the institution, admitted students and gave guidance to them,
administered discipline, taught what we would regard today as a
full load, conducted the chapel programs, participated in community and state affairs, prepared the curriculum, and employed the
teachers and all the other help.
In other words the president
of former times was not only the president but also the vice
president, the registrar or dean of admission, the dean of the
college, the comptroller, the superintendent of buildings and
grounds, the chaplain, the director of guidance, the personnel
director, the director of public relations and a teacher. What

a man!'^'^

Donovan went on to express the viewpoint presented in the
previous section of this dissertation

— that

presidents were figures

of command whose vested authority was not to be challenged.

President Dwight of Yale to point up his conclusion.

He used

"Today Timothy

Dwight would be referred to by our faculties as a dictator; un-

doubtedly he was one.

If he had not been, his fame would be insuf-

ficient to warrant mentioning him in this paper.

rarely if ever challenged and seldom resented.

His authority was

34

When one commands, as the presidents of yesteryear did, the
question is raised of how well the job is done.
one man can not do everything.

Today we believe that

Again, Donovan addresses himself to

^^H. L, Donovan, "Changing Conceptions of the College Presiof American Colleges Bulletin , 43 (March 1957),
Association
dency,"
p

.

43.

34 Ibid.

p.

44.
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that point and makes this assessment.

men

I

them.

"As

I

study the lives of these

am amazed at how many things they did and how well they did
These things they did themselves

there was no one to whom to delegate.

;

they did not delegate for

The faculty and students had

never heard of democracy in administration.

So the president’s au-

thority was never challenged.

Donovan's observations are confirmed by others.

In an

article in The Popular Science Monthly , a faculty member described

presidential duties and power in terms of the constituencies over whom
the president exercised influence.

presidential duties.

He also included a statement of

Again, the enqihasis is on command.

In another

like article, Duggan discusses the board of trustees as "the body of

final control" over the president.

In visualizing the changes

taking place in the nature of the job, he quotes Eliot of Harvard who

"concluded that two of every three college presidents were failures,
due to the fact that they had too much difficult work to do. "38
The real value to the Duggan paper, however, lies in his vision of

33 ibid.

^^By A Near-Professor, "The Next College Presidency,"
op . cit.

,

pp. 265-273.

^^Stephen P. Duggan, "Present Tendencies in College
Administration," School and Society , IV, No. 85 (August 12, 1916),
pp.

229-30.
38ibid.

,

p.

232.
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the future role of the college president.

"I think enough has been

said to permit the generalization that the present tendencies
in

college and university administration are towards decentralization
and socialization.

Duggan's assessment was accurate.

socialization did take place.

Decentralization and

As the industrial conqjanies moved

from scientific management to human relations to organizational behavior theories, the impact of their achievements was thrust upon
the public and private institutions of higher education by boards of

trustees and legislative bodies.

Presidents became regarded as

executives in the corporate sense of the term.

The literature after

World War 11 reflected this executive orientation.

^^ Ibid.

Similar viewpoints about presip. 234-35.
,
dential power and duties may be found in the following: By A
College President, "Prexy," Harper's Monthly Magazine , January,
1938, pp. 189-97; Charles W. Eliot, "The University President
in the American Commonwealth," Educational Review , XLII (December
1911), pp. 18-21; William T. Foster, "The College Presidency,"
Science , XXXVII, No. 957 (May 2, 1913), pp. 29-31; James L.
McConaughy, "The College President," Educational Forum , II, No. 4
(May 1938), pp. 367-77; "The Perplexities of A College President,"
The Atlantic Monthly , LXXXV (April 1900), pp. 483-93; and L.
Clark Seelye, "Limitations of the Power of the College President,"
Educational Review, XX (December 1900), pp. 31-33.
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Day made a rather clear delineation between things

administrative and things academic
things faculty

when he wrote:

— between

things presidential and

"there are certain functions in

academic life which reside peculiarly in administration.
these of which I write. "^0

He named five such functions:

It is

Increas-

ing institutional resources, public relations, mediation within the

institution, providing some sort of innovation or another, and

identification of the "general philosophy" for which the institution
He even conceded:

stands.

"Administration may be only a means to

an end, but it is none the less of supreme in^Jortance."'^^

Once writers began to recognize the dimensions and com-

plexity of the presidential chore, it was only natural that the
qualities it took to perform it began to be enunciated.

delimited the chore to three things:

Carmichael

definition of a sound philoso-

phy of education, financial awareness and acumen, and human relations.

To perform these, flexibility, patience, and tolerance were

Cowley, former president of Hamilton College, agreed

required.

with the qualities required but categorized their employment toward
four tasks:

superintendence, "the accountability of everything

'^^Edmund Day, "The Role of Administration in Higher Education," Journal of Higher Education , 17, No. 7 (October 1946), p.
339.
'^

^Ibid.

,

p.

343.

^^Oliver C. Carmichael, "What Makes a Good College President," AAUP Bulletin , 33 (1947), p. 683.
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done by everybody,

facilitation, development, and leadership in

policy making causing three types of men to emerge

— autocrats,

head-

men, and leaders.^^

Paul Elbin, President of West Liberty State College in

West Virginia, offered four guides to the president in carrying out
his duties:

make defensible decisions promptly, try to understand

understandable people, energetically exercise patience, and endure

criticism without capitulation or bittemess.^^

Dykes, however,

was concerned that despite the qualities required, the tasks that

needed doing would lead to authoritarian leadership of the
periences prior to 1900.

t}rpe

ex-

He believed that authoritarianism was no

longer feasible because the size of the collegiate institutions had
so increased that smallness and simple conditions no longer existed,

countervailing forces had increased in power and diversity, and the
faculty’s role in governance had undergone abrupt reversal.

^^W. H. Cowley, "What Does A College President Do?"
Improving College and University Teaching , 4 (Spring 1956), pp.

27-32.

^^Paul N. Elbin, "College President on A Tightrope,"
College and University Business XXVIII, No. 4 (October 1958),
pp. 19-22.
,

^^Archie R. Dykes, "Presidential Leadership in Academe,"
School and Society , 95 (1967), pp. 223-26. Similar views are found
"The Politics of Academia,"
in the following: Kingman Brewster, Jr.
School and Society , April, 1970, pp. 211-14; John Cuniff, "Harvard
Head Directs by Consensus," Springfield Daily News , October 11,
1972; John J. Corson, "Can We Run A College Like A Business Enterprise?" College and University Business , XXX, No. 11 (May 1961),
Leadership,"
p. 39; and John J. Corson, "From Authority to
(October
1970), pp. 181-93.
No.
7
Journal of Higher Education , 41,
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Recapitulation .

The literature continues on and on with

this type of managerial enphasis.

Its quantity may be divided in a

similar fashion to the biographical and autobiographical studies.

The

writers in the first quarter of the twentieth century began to contrast the autocracy of the "old" presidents with the new developments

toward executive supervision.

By 1950, the startling growth in the

education "industry" encouraged a definition of the job in much the
same way that the business world defined the jobs of its people.

By

the middle 'sixties, managerial descriptions were so accepted that

attention was being paid to the qualities an incumbent possessed.

Now

the emphasis seems to be based on the talent required to consolidate

and to retrench.

Although the duties vary depending on the particular emphasis
of the author, the Simon enumeration is consistent with the majority

view.

The president's job is to raise money, balance the budget,

participate in setting institutional goals, assist the faculty in
creating a learning environment, and recmit and maintain a faculty
of quality.

When functions are translated into qualifications

for the job. Business Week lists three that have wide acceptance:

knowing how to manage an enterprise, financial acumen, and bureau47
cratic experience.^'

^^Herbert A. Simon, "The Job of A College President,"
Educational Record , op cit. , p. 68.
.

Superman for College President," Business
^^"Wanted:
Week, September 19, 1970, p. 59.
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As a manager

— Eliot's

executive

the typical corporate executive acts.

— the

He performs administrative

tasks through the principle of delegation.

ities and to determine standards.

inefficiencies.

president acts as

He helps to set prior-

Attempts are made to eliminate

In current parlance, he manages by objectives.

Simultaneously, he should exhibit a social sensitivity that conveys
a sense of external responsibility.

Richard Roper has described the managerial task in the

following way;

"knowing enough of the details of the operation to

know what is going on,

.

.

.

the necessity to provide for immediate

day-to-day activities over against the need for long range planning.
The temptation and the pressure to atten5>t grandiose schemes rather

than to develop and work at achievable short term goals

;

the

necessity of sometimes making immediate decisions without sufficient
data or research information upon which to proceed knowledgeably;
the temptations and pressure to yield to fiscal expediency at the

expense of educational relevancy
Simon puts the managerial role less specifically but in

words that are nearly identical to those of some of the presidents

interviewed for this study:

"maintaining high goals

.

.

.

,

secur-

ing and conserving the material and human resources it needs to

reach these goals, and seeing that the resources are directed

‘^^Richard Roper, "The Agony and Ecstacy of A New President,"
CASC Newsletter , November, 1967. Roper is President of Yampa
Valley College in Steamboat Springs, Colorado.
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efficiently toward their realization.
The Behavioral Literature

the president performs his assxgned duties he may do so
,

with flair or maintain a low profile.

He may command as the "old"

presidents were wont to do or remain in the background because of
desire or cowardice.

The final segment of the existing literature

emphasizes and classifies the various styles of presidential behavior.

Before an examination is made of the sources, it must be

suggested that presidential style will, generally, either mesh with
the institutional climate or oppose it.

Huston Smith has observed

that institutional environments are unique.

Any college worthy of the name will have a spiritual life
of its own which makes it more than an assemblage of teachers,
students, and buildings. At best it will have an atmosphere
which is felt to be different from other environments the
moment one steps into it and which acts as a powerful developing force upon all who live within it.^®

College Presidents, then, are instruments of the led.
and are controlled.

They control

In the first instance, they are labelled as

tyrants, autocrats, Mr. Chips, and, perhaps, leaders.

In the

second, they are seen as democrats, peers, facilitators, mediators,
and, more likely, as leaders.

The spectrum identified by these

polar descriptions is a continuous one dictated by the immediacy of

institutional needs juxtaposed against the personal needs of the

^^Simon, "Job," op. clt.

,

p.

69.

^^Huston Smith, The Purposes of Higher Education
Harper, 1955), p. 189.

(New York;
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incumbent.

The label the president will receive, the subject of
this

segment of the literature, depends greatly on the existing "atmosphere.

"

To possess style and to display it is classified as leader-

ship.

Whether one is tyrannical or democratic, he still may be

called a leader.

Since the literature uses this term so frequently

and so interchangeably, it is with the concept of leadership that

one must begin in order to understand the relationship between it
and style.

Fiedler cites several definitions of leadership:

exercise of authority and the making of decisions ;"51

"the

"the initia-

tion of acts that result in a consistent pattern of group inter-

action directed toward the solution of mutual problems

"the

man who comes closest to realizing the norms the group values
highest;"

"the person who creates the most effective group

performance;"^^ and "the process of influencing group activities toward goal setting and goal achievement."^^
a definition of his own:

He offers, additionally,

"Leadership, essentially, means power

The
51r. Dubin, Human Relations in Administration:
Prentice-Hall,
1951).
(New
Jersey:
Organization
Sociology of
52j. K. Hemphill, "A Proposed Theory of Leadership in
Small Groups," Second Preliminary Report, Personnel Research Board,
Ohio State University, 1954.

53g. C, Homans, The Human Group

(New York:

Harcourt,

1950).
5^R. B. Cattell, "New Concepts for Measuring Leadership in
Terms of Group Styality," Human Relations , 4 (1951), p. 163.
^^R. Stogdill, "Personal Factors Associated with Leader-
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over other people, and power over others enables a man to
do things,
to get things,

to accomplish feats that, by himself, are unattain-

able.

Leadership, then, is derived power and resource power.

It

is derived in the sense that those being led give at least partial

consent in being led.

It is resource power, independent in origin,

stemming from the expertise, identification, reward, coercion, and

position resources of the leader.
results in getting the job done.

Leadership is effective when it
It is efficient when it conserves

the resources with which it has to work.

Leaders arise, to use

Harry Truman's wisdom, when they get elected.
Since leadership to be effective must be displayed, a whole

school of thought on behavior styles arises.

Leaders, it is asserted,

tend to excell those being led in the possession of certain attri-

butes:

capacity, achievement, responsibility, participation, status,

and in their command of the situation.

Stogdill asserts that these

A Survey of the Literature," Journal of Psychology

,

25

(1948),

pp. 37-38.

^^Fred E. Fiedler, Leadership
Press

,

1971)

,

p

.

(New York:

General Learning

1.

^^Stogdill, ibid. , pp. 40-51. He defines these attributes
"
intelligence, alertness, verbal facility,
capacity
as follows:
scholarship, knowledge, athletic
originality, judgment; achievement
dependability, initiative, persistaccomplishments; responsibility
ence, aggressiveness, self-confidence, desire to excel; participaactivity, sociability, cooperation, adaptability, humor;
tion
socio-economic position, popularity; nature of the situastatus:
mental level, status, skills, needs and interests of the foltion
lowers, objectives to be achieved."
:

:

:

:

:
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attributes "must bear some relevant relationship to the characteristics, activities, and goals of the followers.^®

When one translates these attributes into the functional
qualities needed for the job, the presidential candidate is said to

need the following four minimum qualifications:
justice, and prudence or practical wisdom.

courage, fortitude,

To these Father

Horrigan, former President of Bellarmine College, adds experience
and Charles Eliot adds patience.

Monroe Deutsch further enlarges

the list with other admirable traits:

tolerance, sympathy, per-

suasion, genuinely intellectual, of broad interests, a spiritual

man, unfaltering courage, and judgment of men.^^

An unidentified

college president thinks it a highly desirable trait to speak judiciously and carry a sponge.
To demonstrate how these qualities can be translated

through a search committee into the job market, the guidelines used

58cited in Fiedler, Leadership , op. cit.

,

p.

4.

^^Robert M. Hutchins, "The Administrator: Leader or Office
holder?" in Freedom, Education, and the Fund: Essays and Addresses,
(New York: Meridian, 1956), p. 177.
1946-1956
^^Francis H. Horn, "The Job of the President," Liberal
Education , LV, No. 3 (October 1969), p. 389.
Deutsch, The College from Within
University of California Press, 1952),

^ ^Monroe

California:

Magazine

,

(Berkeley,
p.

22.

^^By A College President, "Prexy," Harper's Monthly
January, 1938, pp. 189-97.
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by the University of Pennsylvania are interesting.

Gaylord P. Hamwell, left.

Its President,

A Committee on Criteria and Procedures for

the Selection of the University President conposed of seven trustees,

five faculty, and five students established the following "specifica-

tions."

A youthful, progressive, vigorous person roughly between
the ages of 35 and 55.

1.

An individual with a broad academic background and earned
doctorate or its equivalent in his discipline. He must have a
commitment to excellence in teaching and research, and to
academic freedom and integrity.
2.

3.

Evidence of capacity for administrative work.

Sensitivity to the aims and desires of students and
faculty,

4.

Ability and willingness to articulate his views to associates both inside and outside the academic community and to listen to and appraise the views of his colleagues.
5.

High sensitivity to social and community problems affecting the University and the ability to organize intelligent
efforts toward their solution.
6.

Great flexibility in thinking and judgment, including the
7.
ability to place in proper perspective the whole spectrum of
activities at Pennsylvania educational, athletic, and
recreational.

—

Sensitivity to the need for adequate communication to and
relations with the alumni and other publics, and a willingness
to assist in fund-raising in both the private and public
sectors, with the understanding that the candidate chosen will
not become involved in the direction of business enterprises.^^
8.

^^American Council on Education, "University of Pennsylvania Publishes Guidelines in Presidential Search," Higher
Education and National Affairs, XVIII, No. 21, p. 8.
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In addition to these specific guidelines, the
Committee instructed

that a man be found who possessed "certain basic
qualities

...

of

un^

questioned integrity, respect by and for his peers, good
health, and
hopefully a sense of humor.

One wonders whether the man finally

chosen, Martin Meyerson, possessed these heroic qualities.
To ^ocapitulate briefly, institutional climate, leadership,

attributes, and qualities are all involved in personal style.

To

carry out the process part of the president's function, courage,
fortitude, justice, prudence, experience, and patience are needed.
If he behaves well, he has provided leadership.

He may even have

become the most dynamic, flexible, and energetic person on campus.
The literature from 1965 to 1971 was particularly cognizant
of presidential style.

Given the tenor and tenpo of the times, that

attention may not have been unwarranted.

It seemed that presidents

could do almost anything as long as they did it with zest and flavor.

A look at the stylistic descriptions of some of the men who left the
job and of their replacements is useful.

University of Michigan
Robben Fleming, a labor mediator
was successor to Harlan Hatcher, an autocrat .
;

Robert Cross, a s tudent-oriented professor
Swarthmore
succeeded Courtney Smith, an outer-directed man who died
of a heart attack during a student crisis.
;

James Nabrit, a rigid man, was replaced by James
Howard
Cheek regarded as a "hip" black.
;

gave up its tradition of stern ,
Catholic University
Clarence Walton, "a jocular Rotarian
for
rectors
religious
;

type.

64

Ibid.

—
44

Dartmouth
John Kemeny, a student-oriented math professor,
who still teaches, replaced John Dickey, the headmaster.
;

Pennsylvania
Gaylord P. Harnwell, an Ivy League type,
was succeeded by Martin Meyerson, another student-oriented
:

type.

New York's City College
The autocrat Buell Gallagher was
exchanged for Robert Marshak who fought for student-faculty
power at the University of Rochester. 65
;

The stylistic classifications are apparent;

mediator,

autocrat, student-oriented, outer-directed, rigid, "hip," stern,
jocular, headmaster, and Ivy League.

dimensions of style are revealed.

As one examines these, two

The first deals with the use of

power through such categorizations as autocrat, headmaster, and
rigid.

The other describes the process orientation of the presi-

dent through such terms as outer-directed and student-oriented.

A somewhat more complete comparison of some now dated
presidential appointments adds background data and age to other
style patterns.

Table

1

shows this data.^^

To the previous descriptions are added worker, individual-

ist, low profile, organizer, articulate, administrator, decisive,

collaborationist, human relations, and activist.
somewhat different than the two dimensions

already noted.

—power

These styles are
and orientation

The majority of these are managerially oriented.

^^J. Kirk Sale, "Men of Low Profile," Change , July/August,
1970, pp. 36-37; William A. Sievert, "139 Institutions Seek President; Corbally to Move," Chronicle of Higher Education , February 22,
1971, p. 1; and William J. McGill, "What Lies Ahead for Our Universities?" School and Society , October, 1971, p. 337.
66*'The Extracurricular Clout of Powerful College Presidents," Time , February 11, 1966, pp. 64-65.
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TABLE 1

COLLEGE PRESIDENTS AND BEHAVIORAL STYLES

Institution

President , Age

Style

Background

Washington

Charles Odegaard, 55

Worker

Dean

Minnesota

0. Meredith Wilson,

Moderator

History

Notre Dame

Theodore Hesburgh, 48

Outer-directed

Priest

Bryn Mawr

Katharine McBride, 61

Outer-directed

Psychologist

Illinois

David Henry, 60

Individualist

English

Caltech

Lee DuBridge, 60

Low Profile

Physicist

William Freday, 45

Organizer

Lawyer

U.C.L.A.

Franklin Murphy, 50

Articulate

Med School

M.I.T.

Julius Stratton, 64

Administrator

Physicist

Princeton

Robert Goheen, 46

Low Profile

Humanis t

Wisconsin

Fred Harrington, 53

Decisive

History

Cornell

James Perkins, 54

Collaborationist

Business
Man

Atlanta

Rufus Clement, 65
(Black)

Human
Relations

History

John Hannah, 63

Activist

No higher

N,

Carolina

Univ,

Michigan
State

56

degree
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Although it would be an oversimplification, still it
is reasonable
to classify into three types the presidential
styles cited in the

literature:

power, orientation, and managerial.

No discussion of style could be conqilete without an

examination of Warren Bennis' classic article on the presidential
search.

fi

7

In a section of it entitled "Points to Remember On

Choosing a College President," he describes some "possible presidential styles."

Before doing so, he makes the same statement about

the uniqueness of individual environments as that of Huston Smith

quoted at the beginning of this section.

Bennis cautions that the

"outsider may fail if he is unable to master quickly the special
terrain of his institution

— fail

just as dismally as the insider

whose judgment is skewed by partisan loyalties held over from his
pre-p residential days."

68

He describes a dozen approaches to the job.^^
is the "problem-solver/manager ."

The first

Such a man uses the best brains

available to him to assist in identifying the problems that need
Howard Johnson, former president of M.I.T., is cited as

solution.

such a person.

Another type is the

"

low-profile / technocrat" who

spends his time finding systems that will solve institutional

^•7

'Warren G, Bennis, "Searching for the
op.

cit.

,

pp. 39-53.
^

^Ibid.

,

p.

^^Ibld.

,

pp. 51-53.

50.

.

.

.

President,"
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dilemmas rather than finding "the right people to work
on the right

problems."

The " leader/mediator " is based on the collective

bargaining model.

This person views the institution as a system

of countervailing powers each struggling for gain.

automatically angers the oppositions.

To please one

To survive the accumulated

anger of disappointed parties to the conflict requires high

charismatic skill.

Robben Fleming of Michigan and Howard Johnson

are given as examples.

Next is the " collegiate manager ."

He is a faculty man

from way back "whose primary commitment is to a scholarly discipline, who assumes the presidency as a faculty colleague rather than
as a professional administrator."
"

In many ways he is like the

representative leader" who regards himself as the parliamentary

prime minister astride the faculty House of Commons and the trustee

House of Lords.
More attuned to crisis situations is the
or post-modern leader ."

"

communal-tribal

This man is more likely to be located in a

college rather than a university.

He is student-oriented, given to

backing their demands and marching to Washington or striking with
them.

John R. Coleman of Haverford and Harris Wofford of Old

Westbury and Bryn Mawr are two such men.

The

"

charismatic

leaders " like John Summerskill of San Francisco State and Kingman

Brewster of Yale possess a "personal attractiveness (that) makes it
possible to transcend obstacles."

48

Each of these styles Bennis regards as acceptable behavior.
He retains part of his lexicon to describe outmoded behavior.

That

list includes the "law-and-order president," the "absentee-pluralist,"
the "bureaucratic entrepreneur" (Millard G. Roberts of Parsons), the

"inter-regnum, " and the "Rennaisance or Protean man" who is the

elusive superman so pursued by search committees.

Although Bennis went far beyond the simple needs of his
article, his classifications are extensive enough to be useful and
to leave as they are without further attenpts at coinage of new

phrases.

It should be pointed out, however, that not all are

original with him.
The scholar as collegiate manager pervades the literature.
As a style of behavior, scholarly credentials seem to connote

autocratic and dictatorial behavior.
to observe:

This has caused Harold Taylor

"It is the task of the college president to make a

home for the spirit of learning.

Where colleges have become

"homes," democracy has apparently dared not to intrude.

—

Man?"

^^Harold Taylor, "College President Idea Man or Money
New York Times Magazine , April 12, 1959, p. 23.
^

^William T. Foster, "The College Presidency," Science ,
XXXVII, No. 957 (May 2, 1913), pp. 29-31; Monroe Deutsch, The
College from Within (Berkeley, California: University of California
Press, 1952), pp. 11-12; W. Silas Vance, "Portrait of A College
Journal of Higher
President:
S. P. Brooks of Baylor University,"
the
"Restating
Education , 32, No. 3 (March 1961), pp. 121-31;
and
Academic Mission," Wall Street Journal , October 24, 1973,
Franklin B. Dexter, "An Historical Study of the Powers and Duties
of the Presidency of Yale College," Proceedings of the American
Antiquarian Society , New Series, XII (1897), pp. 27-42.
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Many writers have discussed the low profile/technocrat
more frequently referred to as just "manager."
end product of institutional complexity.

He is seen as an

He has arisen, in Rainey's

view, because "to correct some of the weakness in this system of

control, educators have tried, over a long period of time, to work
out a set of principles of administration that would bridge the great
gap between administrative responsibility on the one hand and the

lack of authority on the other hand."^^
The style characterized by mediation is probably second in

importance only to the collegiate manager.

A mediator is seen as a

communal human being who realizes that consensus lends support to
decisions.

One of the ways to achieve that support is to increase

the quality of participation.

Mediation amalgamates views and forces.

^^Homer R. Rainey, "How Shall We Control Our Universities?
Why College Presidents Leave Their Jobs," Journal of Higher Education , XXI, No. 7 (October 1960), p. 378. Among others who sustain
this opinion are Robert C, Townsend, "Shop at Sears for Your Next
President," College and University Business , 42, No. 3 (March
1967), pp. 69-71; Herbert J, Walberg, "The Academic President:
Colleague, Administrator, or Spokesman?" Educational Record ,
Spring, 1969, pp. 194-99; and John J. Corson, "Can We Run A College
Like A Business Enterprise," College and University Business ,
XXX, No. 11 (May 1961), p. 39.
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It is acceptable because it is participatory with only
the mediator

really caught in the middle. 73
l®3.dership may be a function of the responsiveness of

the leader to his constituency, the representative leader may en-

hance effectiveness through parliamentary conduct.

The most impor-

tant measure of his success will be the confidence power he has, the

means by which he is accountable to his constituencies.

Kingman

Brewster now believes "that representation is not the clue to
university improvement; indeed that, if carried too far, it could
lead to disaster.

Rather, I am convinced now that accountability

is what we should be striving for. "74

Recapitulation
of examination.

.

Presidential style is not a new subject

The literature from 1900 to 1945 abounds in the

examination of the scholar president who commanded rather than
shared, who demanded in preference to asking, and who acted rather
than seeking permission.

search interest.

A singular style had caught and held re-

Different styles of behavior were not as important

^^"The Permissive President," College Management , May 1968,
pp. 33, 36, 41; Kenneth B. Hare, "If the faculty fails, the universities go to the wall," Affaires Universitaires , February, 1969,
p. 3; John J. Corson, "From Authority to Leadership," Journal of
Higher Education ," 41, No. 7 (October 1970), pp. 181-93; H. L.
Hodgkinson, "President and Campus Governance: A Research Profile,"
Educational Record , 51, No. 2 (1970), pp. 159-66; and Theodore M.
Hesburgh, "Presidential Leadership," Journal of Higher Education ,
42, No. 9 (December 1971), pp. 763-66.

7^Kingman Brewster, Jr., "Politics," op . cit.

,

p.

211.
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a subject for investigation as they became from 1945
on.

science research had

Behavioral

caught on" and had reached into institutions

of higher education for subjects.

It retains its hold to the present

time.
If the literature has reached any conclusions, they may

seem more like common sense than great discovery.
simply stated.

They may be

Each institution possesses its own needs, priorities,

and personalities.

At one interval, it may require an innovator,

an agent of change who will disrupt the old tradition.

The next man

sought may be an absentee landlord who must find the money to finance
the changes made.

It may elect a gatekeeper whose function it is

to preserve the appearance of things until the constituencies can

determine the qualifications next needed.

Discord may have so

characterized the canpus environment that a mediator is best suited
for the next tenancy.

Each man who accepts the task had better have

a clear idea of what those needs and priorities are.

Sidney Hook

has probably given as clear a statement as exists about the relationship between style and success.

The "authority of his knowledge, the

cogency of his method (and) the scope and depth of his experience in

assessing the value of those parameters" will determine the success
of his leadership.

^^Sidney Hook, Academic Freedom and Academic Anarchy
Cowles, 1969), p. 238.
(New York:
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The Fimction of Higher Education

At this point, we have a definition of the president's
30 b, a specification of his duties, and a glimpse at the varying

styles he may employ in performing them.

If we are to better under-

stand how the particular role conflict under examination fits into
the presidential task, it is necessary to take a brief look at the

function of higher education as it has been bombarded by political
pressures, external and internal.

It is the challenge of politics

as it affects the functional responsibility of higher education that

has exploited the president's position.

Shock faces all institutions of higher learning.

Toffler

has popularized the concept of shock.

Future shock is a word I coined a few years back to describe
the distress, both physical and psychological, that arises
from an overload of the human organisms' physical adaptive
systems and its decision-making processes. It is the human
response to overstimulation.^^
To paraphrase Toffler, educational shock is the general inability of

the structures of higher education to adapt to the changing composi-

tion of students of both sexes, of all ages, of all socio-economic
strata, and many racial and ethnic backgrounds.

because it is "overstimulation."

It is shock

It is shock because it overloads

personal roles, the president's and others.

More is being demanded

of the structure than it is apparently capable of providing.

^^Alvin Toffler, "Learning to Live with Future Shock,"
College and University Business , September, 1971, p. 56.
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Institutional shock is viewed by many as a crisis
condition.

President McGill of Columbia University visualizes
it as a "crisis of
the spirit.

It is a morbid sentiment that descends upon
large institu-

tions when their security and purpose are threatened.

The Newman

Report examines that state in a more pragmatic fashion.

"After a long

and satisfying period of growth, high public esteem, and
ever-increas-

ing financial support, higher education now faces a period
of student
unrest, public antagonism, and financial uncertainty."^^

It is

necessary, therefore, to examine some of the conditions that contribute to institutional shock for these circumstances are the

predicament of presidential leadership.
Colleges and universities are referred to as academic

communities.

Warren Bryan Martin defines a community "as an

arrangement whereby individuals come together, voluntarily imposing certain limitations on themselves in order to achieve ends

which fulfill them in ways not otherwise possible.

This defini-

tion would seem to imply that the college president’s task of

achieving consensus is facilitated by some comraderie, some mysterious esprit endemic to faculty, which calls forth almost auto-

matically cooperative behavior.

^^William J. McGill, "What Lies Ahead?" op. cit.

,

p,

337.

^^Office of Education, Report on Higher Education (Washington, D.C.: U, S. Department of Health, Education, and Welfare,
Office of Education, 1971), p. 61.

^^Warren Bryan Martin, "The University As Community,"
Educational Record, Fall, 1967, p. 323.
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Unfortunately, conditions of academic freedom and indivi-

duality enervate the achievement of consensus.

Community building

is a political art, a coalescence of majority sentiment.

Independent

behavior founded on the tradition of disciplinary expertise employed
in the departmental search for truth creates conditions inimical

either to community or consensus.

The so-called academic community

is characterized by fragmentation, regimentation, and the merit

of anarchy.

The president, therefore, is a political target for his
faculty.

If they believe he should take a stand on an important

social issue, he may feel compelled to do so as an act of institutional leadership, an act to achieve consensus.

He may even believe

that such a stand is necessary to prevent his campus' being torched.
He may agree to the stand because he has equated it with his right
as a private citizen.

But the in5>ortant point to be made is that

he has been pressured to make a decision about what he will do.
He has been "shocked."

External pressures also eat away at presidential reticence.

Cloistered isolation is part of the tradition of higher

education.

Its point of contact with the external world begins

when it wants something

— usually

The giving of money by

money.

alumni and non-alumni donors is generally accomplished without

philosophical or real "strings" attached.

curriculum is technically oriented

— one

Even a college whose

might even say relevant
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claims ties and relationships to the community that
are more fictitious than real.

Boards of Trustees are generally from diverse

geographical areas providing only tenuous contact to specific
locales.

Where more discrete relationships exist to a specific

community, the general function of the Board is to facilitate fund

raising leaving the general direction of administration to the
traditional process of academic decision making.
This attenviation, however, has a specific price for the

president.

It makes his job one of public relations, almost identi-

cal in nature to the corporate "P.R." man.

If trustees and alumni

do not interfere, then the president may choose to be judicious in

his social criticism.

with them.

In other words, he may not want to interfere

Certainly, like his corporate counterpart, he may espouse

institutional social responsibility but he must present those ideas as
the "good and proper" thing to do robbing them, thereby, of any great

meaning.

It reduces the idea of social responsibility to a legitimate

sales pitch to enhance the image of the seller.

This idea is not new.

It appeared in the 1727 Statutes of William and Mary, already cited,

in these words:

"care must be taken that he be a man of prudence,

and skillful in business, and industrious and diligent in the

management of all affairs; always preferring the honor and interest
of the college, to his own or any other person's concerns."®^

®0"statutes of William and Mary, 1727," American Higher

Education , op. cit.

,

p. 45.
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What happens, however, if conscience conflicts
with prudence?

That conscience may have been activated by the
failures of

the business community or quite introspectively

has blossomed.

or chose to act;

Shock results.

Nevertheless, it

The president may suffer in silence

to demonstrate,

forum, or to resign.

.

to write, to speak out at a public

No matter what he does, he is a prisoner of

some group's expectations.
The cultural values of the non-college public bombard him.
The habituation by society of locking people into roles fixed by
race, socio-economic status, education, or sex limit his range of

choices.

This is the cultural struggle of pluralism versus elitism.

As part of that struggle, a conflict exists between specialization
and demands for greater personal freedom and self-determination.

Specialization requires life long commitments to a specific job
which are inimical to the desire to change one's career at the midpoint of life.

Specialization accepts the prevailing middle class,

Protestant work ethic.

Freedom to make changes in one's job and life

style is a collision course rejecting "philosophical axioms on which
our institutions are founded."

81

Cultural values are idea structures.

Theobald refers to Toynbee's change mechanism which asserts
that people continue to use data "based on obsolete idea-structures,
and, in the process, destroyed their cultures.

If we are to survive,

we must somehow create a-historical patterns which permit us to

^^William McGill, "What Lies Ahead?" op. cit.

,

p.

339.
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change idea-structures. "82

^ president who acts out his beliefs on

business, the Vietnam War, affirmative action, the Governor's
Re-

otganization Plan, marijuana, or unjust legislation is trying to
influence cultural values, trying to change idea structures.
is a threat.

He becomes part of that shock.

berates back on him.

He

In so doing, it rever-

What should he do?

The students must also be part of his consideration.
Is the purpose of higher education to which they are exposed

living or learning?

Sidney Hook believes that "The function of a

college education is not to teach a person 'how to live.'

live without it.

It is to give him perspective

— insight

He can

into

ideas, trends, values, and an ability to live with himself. "83

Buckminster Fuller believes "in the boundless capacity of the individual to learn.

.

.

.

The function of schools at all levels

should be to preserve what is natural and instinctive in human

beings

— an

insatiable drive to learn. "8^

George Harris regards

education as "exploring inner space, the pursuit of authenticity."

85

If an institution ignores the social whirlwind that

surrounds it, can it lay claim to authenticity?

The students

of Berkeley did not think so.

82Robert Theobald, "Educating People for the Communications
Era," College and University Business , September 1971, p. 42.

83sidney Hook, Academic Freedom , op. cit ., pp. xvi-xvii.

84Michael Sheldrick, "Fuller: Who Will Man Spaceship
Earth?" College and University Business , September 1971, p. 64.
85t. George Harris, "Some Idiot Raised the Ante,"
Psychology Today , February 1972, p. 40.
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The Board of Regents of the University of
California

appointed in 1965 the Forbes Committee to report on the
proposed

reorganization of the University.

The special Byrne Report that

followed is one of the few documents to direct itself to the
issue of
authenticity, a term this writer is making synonymous with the social

responsibility of higher education.

In its opening section, entitled

What Is At Stake," the report made a clear statement of Committee
view.
Of all these responsibilities, the first (developing the
intellectual, social, and moral character of its undergraduates) is over the long run by far the most important to the people of California.
The need for thoughtful, public spirited and ethically sensitive citizens is the
paramount need of our times and our society. The University
of California has added urgency to that need through its own
great contribution to the knowledge explosion: thus its
responsibility for developing thinking men and women who will
use knowledge wisely is increasing proportionately. The university which fails to recognize this priority, which commits
itself exclusively to the accumulation and dissemination of
more and more knowledge, will ultimately fail its students,
its benefactors, and society.
The thinking man necessarily
makes judgments and takes actions; a great university and a
great society must therefore necessarily be concerned with
the moral quality of its actions.®^

The committee recognized that the public would grow appre-

hensive when confronted by the full inpact of open and critical
thought and actions caused by employing people and attracting

students who "not only will think otherwise, often they will do

otherwise as well."®^

The Report continues:

86"Report of the University of California and Recommendations to the Special Committee of the Regents of the University of
California," Los Angeles Times , May 7, 1965, Part IV, p. 1.
87ibid.
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There can be no neat division between professional
and personal
lives, nor between unconventional thoughts
and unconventional
actions. .
Such (actions at) a university (are) bound
to
strain the tolerance of parents, taxpayers, and
their elected
respresentatives. .
Considerable restraint will be required
to tolerate habits and values which seem
profoundly alien to
most residents of the state. °°
.

.

.

.

It further recognized that there is a critical mind
and a
cvi.tic3.1

method of action that must be tolerated by the public if its

university is to become and remain great.

They also recognized their

own responsibility for the drastic drama at Berkeley in these words:

"something is seriously amiss in a system of government which induces
a substantial fraction of the governed to violate the law and risk

their careers in order to dramatize their dissatisfaction."®^
It proceeded to analyze what went "wrong" at Berkeley to

cause the decay in the system:

teaching, living conditions, inept

operation of faculty, student, and administrative bodies, and a host
of other causes.

In trying to assess blame, it scattered it propor-

tionately to all parties.

It generalized that the crisis was due to

"faults in leadership, in principles, in trust relationships, and in

integrity of organization."^®

®® Ibid.
® 9ibid.

^®Ibid.

,

p.

6.

Most importantly for this paper, that
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Report indicted the administration as the
University.
We refer to the President, the Chancellor,
and the officers of
the University in combination. University
leadership was
indecisive, uncertain, split in several dimensions,
uncoordinated, and unable to gain the support of its own
constituency.
wMle chaupioning the value of the individual and his
responsibility for his own actions, it had sought to prevent
the individual from suffering the consequences of his own
sslf “determxned actions in society. While postured to
avoid
P^®“judgment of facts, it sought to determine before the fact
the legality or illegality of actions students would plan
to
take in the surrounding community. While responsible to and
fot itself, the University assumed it would be charged with
responsibility for others and in fear that the assunption
would prove valid, established rules prohibiting others from
acting on their own responsibility.
.

.

.

It is this assumption of collective responsibility that

lies at the heart of the president's dilemma.

He assumes that deeds

done by faculty and students annoying to the values and images of

college and university constituencies reflect on the institution and

on him.

To accept blame for their critical words and deeds is a

typically parental action of assuming responsibility for a child's
recalcitrance.

The required social retaliation is punishment.

acts accordingly.

He

In Loco Parentis may be dead in the Dean of Stu-

dent's office, but not in the President's chambers.
The next logical extension of this fault finding is to himself.

If faculty are to be blamed, then the president will also be

if he acts in a similar fashion.

It is a common public reaction

and grounded in the reality of our society.

It has been written by

many presidents that their families are just as susceptible to the

watchful public eye as themselves.

91lbid., p. 2.
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pressure for the president to be above suspicion.

If he rejects the

notion of collective responsibility for all the behavior
of all the
others associated with his institution and acts as an
individual

responsible to himself, then he opts to challenge the social
clans
arrayed against him.

There is little wonder that few presidents

have been so courageous.
Recapitulation

.

To protect the president, the faculty, and

the students, the college or university is constrained behind the

barricades.

The function of higher education is to be intellectual,

not political.

The campus ends where society begins.

are structures of erudition protecting both parties.

The barricades

The Byrne

Report defines the relation between the "University and Politics"

which all parties are to honor.

That definition provides us with

function, presidential task, and institutional neutrality.
The function of the university is to seek and to transmit
knowledge and to train students in the processes whereby truth
is to be made known.
To convert, or to make converts, is
alien and hostile to this dispassionate duty. Where it becomes necessary, in performing this function of a university,
to consider political, social, or sectarian movements, they
are dissected and examined not taught, and the conclusion left,
with no tipping of the scales, to the logic of the facts.^^

—

The next task is to examine the literature that discusses this

dilemma of function, task, and neutrality.
Citizen and Symbol in the Literature
It has been stated that there are only twelve sources that

deal in any way with this type of conflict.
the issue; five do so indirectly.

92ibid.

,

p.

3.

Seven directly confront

There is passing consideration in
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a dozen more.

It is this last group to which we turn
first.

They

provide a framework of attitude, of expectations, by
which one may
judge the seven articles which confront the problem.
One expectation of the president is leadership.

Ruml

distinguishes two types of leadership— managerial and "suggestive."

Managerial leadership is "seeing to it that the ordinary day's business get efficiently done, that the bills are paid, that the grass
is cut, and that the gates are locked at the proper time."^^

gestive leadership is symbolic.

"The President

...

Sug-

is its chief

executive officer and at the same time is the highest personal symbol
of the college

— to

the public generally, and specifically to alumni

and parents, to the officers and Trustees of other educational institutions, to legislative and other public bodies.

Members of the

faculty and of the student body, who naturally have more intimate

associations within the institution than with the President himself,

nevertheless look to him for suggestive leadership.
Managerial leadership is taken matter of factly.
expected.

A president has to do it and do it reasonably well.

is suggestive leadership

leadership

It is

— that

— articulate,

It

persuasive, and charismatic

attracts attention and holds followers.

When

directed to the social issues of the day, it is suggestive leadership
that is on trial.

93Beardsley Ruml and Donald H. Morrison, Memo to A
(New York: McGraw-Hill, 1959), p. 17.
Trustee
College
9^Ibid.

,

p.

4.
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One element in that trial is the relationship between the

president and his responsibility, if any, for social change.

Henderson makes the following point:
Many presidents
are unnecessarily timid about taking
.
clear-cut positions on controversial social issues.
Seemingly
they become overwhelmed by the problems of the day and lose
sight of the long-term goals of higher education. They in
effect become the captain of a smooth sailing ship rather than
the leader of an expedition into the realms of knowledge,
both stable and controversial. An institution that functions
smoothly may grow in size, but it will probably remain static
and may decline in quality. Timidity breeds mediocrity.
Faculty and student gain confidence in a leader who grasps
fully his role of leadership
.

.

Henderson’s view is made more vehement by Professor DeMott's

allegation that those presidents who do not take stands are, in
effect, liars.

This would seem to imply that social issues are to be

met "head on" by the President if he is to retain his "right" to
lead.

Silence on his part, or, at best, carefully worded statements,

is regarded by men of DeMott's ilk as prevarication.

Years ago.

President Knight of the University of North Carolina addressed this
issue with the wit of research.

How college presidents have acquired the reputation for being
'prevaricators' is not altogether clear. Perhaps the best
statement available on the point is made by President Harper.
'A superficial observer will find much to substantiate the
very common accusation that the college president is proHe also noted that the president
fessionally a prevaricator.
'

^^Algo D. Henderson, "Colleges and Universities As Agents
Goals and Conflicts" in W. John Minter and Ian M.
of Social Change:
Thompson (eds.). Colleges and Universities As Agents of Social
Change (Boulder, Colorado: Western Interstate Commission for Higher
Education, November, 1968), p. 72.

^^Benjamin DeMott, "Letter," Change , op

.

cit

,

p. 28.
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who succeeded now and then in concealing his 'real
thought
concerning this man or that subject is politely called
a
diplomat.
Is it diplomacy or lying?' President Harper
asked.
The story which President H. W. Dodds of Princeton
told at the inauguration of President William E. Eddy of
Hobart and William Smith Colleges, in 1936, is also in
point.
A new college president expressed to an experienced
P^^sident the belief that his first year would be the most
difficult. This was not the experience of the seasoned
veteran.
'My third year was the hardest.
It was in that
year that the faculty found out that I was a liar.
President
Dodds was inclined to discount the story and said:
'A good
executive would not have let the faculty find it out.'^'
'

The second expectation operates to the contrary.
dent is the guardian of academic virtue.

Suggestive leadership in

this instance is careful control of one's views and words.

letter, a president wrote:

The presi-

In one

"presidents must never forget that it is

the office, not the president that is in5)ortant.

If all eyes can

be focused upon the office and institution it represents, most of the
problems

I

have mentioned will disappear."^®

Capen agrees.

him the public sees the institution personified.
the academic guild deplore this fact.

views.

"In

Many members of

Some presidents share their

But there is no remedy except to abolish the presidency

and that has also been suggested.

In as good a book as exists

on the executive office, Prator writes:

"The President is not free to

^^Edgar W. Knight, What College Presidents Say (Chapel
Hill, North Carolina: University of North Carolina Press, 1940),
pp. 345-46.
98

Thomas E. Jones, Edward V. Stanford, and Goodrich C.
(Englewood Cliffs, New Jersey:
White, Letters to College Presidents
Prentice-Hall, 1964), p. 13.
99 Samuel P.

(Buffalo:

Steward

&

Capen, The Management of Universities
Foster, 1953), p. 76.
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speak his mind on the topics of the day.
in rumor or sarcasm.

He is not free to indulge

He is taken literally.

He is the guardian of

the traditional role of the college in its search for truth.

He is

spokesman for the ideals of higher education."^®®
What, then, does a president do?

silence?

Does he make a virtue of

Does he guard his words into insignificance?

sacrifice leadership for symbolic surety?
tude chose a course of action

— President

Does he

One man out of a multi-

Ward of Amherst whose words

and action of protest need careful scrutiny.

When he chose to act disobediently by obstructing entry at
the gates of Westover Air Force Base in Chicopee, Massachusetts, this

President focused strident attention on his concept of proper role
behavior.

He explained his reasoning to an overflow audience of

students, faculty, trustees, and outsiders in Johnson Chapel on May
10, 1972, before he acted at Westover.

Fellow Students:

know you attend to what I say because I am President of
the College. I thank you for that, but I want to speak to
you in two voices. First, as President of Amherst College;
I am tense and uneasy with the
second, in my own voice.
act of dividing myself in two: my hope, as President, has been
I

^^^Ralph Prator, The College President (Washington, D.C:
The Center for Applied Research in Education, 1963), p. 29.
Similar views may be found in B. Robert Anderson, "Bowen of
Princeton," College Management , February, 1974, p. 22; John H.
Bunzel, "Answers from A Presidential Candidate," Educational
Record, Winter, 1971, pp. 12-16; and David P. Gardner, "The
Power Struggle to Convert the University," Educational Record ,
Spring, 1969, pp. 113-20.
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not to lose myself in the role, the office,
to retain a
sense of my own self while still President. My
personal
unease is made worse because as I said at the
start, I
know you listen to me because I am the President.
It is
not Bill Ward you want to hear; you want to hear
the President of Amherst College.
So, let me begin first with the
voice you want to hear, that of the President, and then
speak as Bill Ward.-*-^-*-

Ward's position was a strong and realistic one, as true
for his Amherst audience as it undoubtedly was for the public
and

press.

He believed that they wanted to hear from the President
first

and from the person, if at all, second.

however, in their implications.

These are dangerous words,

First, they imply that there would

be no interest in his words unless he were President of Amherst.
That implication says as much about the "power" of the Amherst image
as it does about the "power" of the office.

Second, assuming that

the preferential order of identification was correct, there was no

real need to give his views as Bill Ward.
The validity to this second implication seems to be born
out by the words Ward used to state the citizen role.
Let me say what I protest and what I, 'Bill Ward,' self and
citizen, propose to do. As I said when I took this office,
I do not intend to disenfranchise myself or lose my rights
as citizen because I am President.
What I protest is
.
not what had been done. What is done is done. No word of
mine, no words of yours will change it. What I protest is
what may come next. What I protest is there is no way to
protest.
I speak out of frustration and deep despair.
.
I do not think words will now change the minds of men in
.

.

.

^^^John W. Ward, Statement Made in Johnson Chapel,
Amherst College, Amherst, Massachusetts, May 10, 1972
(Mimeographed), p. 1.

.
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power who make these decisions. I do not. Since I do not,
I do not care to write letters to the world.
Instead, I
for myself, join in the act of passive civil dis»
obedience at Westover Air Force Base. 102
This is not adequate definition of the citizen role.
3-hout

It is a state-

what act he chose to take, but the closest we seem to

come to the "self," to Bill Ward, are four words

— "frustration

and

deep despair."

Since he who acts in haste may repent in leisure. President

Ward was still left with the problem of reconciliation between the
two roles.

He therefore conqjosed, at his "leisure" after Westover,

a statement to accompany letters of reply to the thousands he

received criticizing or lauding his actions.

That statement is

presented, in its entirety, because it is the only such document any-

where in the twelve hundred articles and books that addresses itself
to the problem under study.

It clarifies the role of self missing

in the Johnson Chapel Statement.

In its unique way, it is a

statement on the subject of this dissertation.
The question whether I can disassociate what I, as an
individual, do from what I, as President of Amherst College,
do is the basic question. I would be less than candid if I
did not say I know my act has received attention precisely
because I am the President and not just a simple citizen.
Yet, I think the distinction is more than verbal and it is
necessary to maintain it. For two reasons: first, for the
preservation of freedom within the College (and I addressed
the first half of my remarks to students to that point and
do not want to repeat it now; for caution's sake, I enclose
another copy of that address in the possibility you have not
read it); second, for the sake of morality and responsibility
in our corporate and bureaucratic society.

^Q^Ibid.

,

pp. 3-4.
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Many have told me that I had
foregone the privilege to act
as an individual when I took
the office of President
because
understand the distinction between
my
self and my role. The public
probably will not, but follL
the logic of the other horn of
the dilemma.
The Individual
cannot speak because he may involve
the insititution in which
ives part of his life, whether
that institution be a
college a church, or a corporation.
So, one turns to the
nstitution and gets the answer that each
has a special
function in our complex society and that
the institution
cannot take a stand on matters of general
public, political *
and moral concern. When one asks,
’who is responsible?’
turns out that there is no one there to
answer the question.
The result is precisely the frustration,
alienation and
anome which leads either to a cynical prlvatism
or sudden
outbursts of mass action. There are no constituted
ways to
address the very problems which are most
important to all
citizens.

^

There should be, of course, one institution
which solves the
problem, pvemment. That is why the New York
Times , the day
(May 13) it ran my talk on the op-ed page,
also ran an
editorial urging people to write their congressman.
But
Congress is nearly, if not already wholly, impotent.
The
President of the United States signed a bill declaring
the
will of Congress to be withdrawn, and said at the same
time
the bill had no binding effect on him. The executive
office
has, in international affairs, abrogated to itself
powers
which are, I believe, illegal by domestic rule of law and
conducted a war in ways and with weapons which are cruelly
inhumane and illegal by international law. I do not believe
the government is now responsive to those whom its decisions
affect.

think that the major item on our political agenda is to ask
the difficult question how we might extend the idea of
citizenship from single self to the anonymous institutions
which characterize our society and which exercise power in it.
This is, as I say, a difficult question.
Until we have
the will to address it and imagination to answer it, at
the very least let us not surrender our own self to our job,
let us not say that we can not listen to our own mind and
conscience but must wait upon a collective personality, whatever institution it may be, which we also say must be voiceless.
1 have to say to you that if to be President of Amherst
I
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College were to mean the obliteration of my
self, my own
reason and conscience, I could not remain in
the office.
I am proud to hold that office and I
cannot believe that it
demands the negation of pride in my self.^^^
Therefore, on May 11, 1972, President Ward and
others

engaged in the act of passive civil disobedience before
the gates of

Westover Air Force Base.

He had an avowed purpose in that act which

he described in another statement to go with those same letters
of
reply.
I chose to engage in an act of civil disobedience
because,
as Emerson had it, words are a kind of action, and actions
are a kind of words. ...
I do not believe that literal
words will not have an effect on those who are in control
of policy, and I meant the action to speak louder than
words.
I meant the action to be a symbolic and tutelary
word, that is, educational to remind people that civil
implies civilized,’ and to recall anyone who would ’listen’
to a standard of civilized behavior I fear has been forgotten if not lost. . . . There are many wrongs in our
society and only when one judges the wrong to be pressing and
immediate, and not amenable to other solutions, may one
choose civil disobedience on the grounds of conscience.

Ward acted, then, so that people would listen through

perception of the symbol.
than words.

Actions in this instance became louder

Risk becomes the price of public attention.

After the

act, he wrote a small paragraph appended to the Johnson Chapel

statement sent, again, in reply to all those letters.

® John W. Ward, "The Demands of the Office of PresiSimilar statements appear in Ward’s "Talk
dent," (Mimeographed).
at
A
Panel
of
the
American
Association of Higher Education,"
Given
Chicago, Illinous, March 12, 1973.
(Mimeographed), pp. 1-9.
^^'^John W. Ward,
p

.

1.

"Civil Disobedience."

(Mimeographed),

.

.
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am intensely aware that it will be
nearly Impossible in
the press and the media to keep clear
my distinction between
the President of Amherst College
and my self.
In whatever
co^ents I have made, I have begun with that
distinction and
will do my utmost to maintain it. I
write this just after
returning to the office and my thoughts
and feelings are too
intense and too complex to try to sort
them out and present
them to you now. I simply wanted to
report to you that the
attair, with little or no organization
or management, went
easily and well and peacefully
I

The press and the media did as expected.

did attract attention.

President Ward

Interestingly, his Dean of Faculty, Prosser

Gifford, five members of the Amherst Committee
of Six, about twenty

members of the faculty, and about two hundred Amherst
students demonstrated with him.

No such singular publicity accompanied their

efforts
Throughout it all. Ward consistently maintained he was

acting as a private citizen, not as the President of Amherst
College.

To most, that distinction was a fiction.

was clear and clarion.

For others, it

Judgment of his actions seem to

reside in what it is that the "listener" expects of the person in
power.

^^^John W. Ward, "After the Fact."

(Mimeographed.).

1

”The remaining three sources directly confronting this
problem have not been discussed because of the comprehensiveness
of President Ward's statements.
They are:
Thomas E. O'Connell,
Community Colleges A President's View (Urbana, Illinois: University of Illinois Press, 1968), pp. 113-20; John R. Silber,
"Soul Politics and Political Morality," Ethics 79, No. 1 (October
1968), pp. 14-23; and John R. Silber, "Respect for Law on
Campus," Educational Record Summer, 1972, pp. 243-44,

—

,

,
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Bill Ward had to determine
whether he was free to perform

an act of individual conscience.

He was subjectively free
even

though objective freedom was
apparently denied him.

A man is

objectively free insofar as his
society will allow him to express
novel or critical ideas without
the threat of formal or Informal
punishment of any serious kind.
he

f eels

He is subjectively free insofar
as

free to say what he wishes. 107

subjective

freedom, he was trying to gain some
control over events, a control

which he chose to describe with the word
"pride."

"The individual,

at least in a democratic society,
continually aspires for the right
to choose between alternatives.

He derives a sense of power if he

can but impose his own will on the direction
of events.

He gains a

feeling of personal dignity and worthwhileness if
he can influence
those events which govern his being and his
future." 108
It was an act of risk challenging authority:

"the presi-

dent must show students where he stands on some
important issues
that is to say, moral issues~and if there is danger
in the positions

he takes, so much the better.

"1*^^

Such an act went beyond quiet

lO^Richard Hofstadter and Walter P. Metzger, The
Development of Academic Freedom in the United States (New York:
Columbia University Press, 1955), p. 16.
108

(New York:

J. J. Corson, Governance of Colleges and Universities
McGraw Hill, 1960), p. 7.

lO^Nevitt Sanford, "On Filling A Role and On Being a
Man: Leadership for Improved Conditions for Learning and Research, " Cuxren_t_Issues_J^nJii^h^^
(Washington, D.C.:
American Association for Higher Education, 1967), p. 11.
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persuasion.

It had a certain quality
aptly described by one writer.

"It IS a quality someone said
of Lord Palmerton, his 'you-be-

damnedness.'

This is what we need a little
more of.

Recapitulation .

"HO

An insignificant amount of
literature

exists examining the dual role that
a president must play as citizen
and symbol.

If more presidents had acted
through controversial

social means, greater attention might
have been attracted to the

xssue of conflict.

There may have been no issue that aroused
such

academic discord as the Vietnam War.

There also may not have been a

time when passive civil disobedience was such
a prominent weapon

in the arsenal of social protest.

Because of a war invalidated by

moral uncertainties, combined with unresponsible
political leadership
and abuse of power, normal channels of political
expression and

mediation atrophied.

It fell by default to others.

A real question

is raised as to whether the college president is one
heir to the

fallout.

One president thought so.

an act of frustration and anomie.

His deed was a minority deed,

The question still remains of

whether it was a legitimate act for a person in such a position.

Institutional Neutrality

There is little doubt that the majority opinion holds
that educational institutions are bound by their function in the

search for and discussion of truth to remain inactive on issues of

^^^Barbara W. Tuchman, "The Missing Element; Moral
Courage," Current Issues in Higher Education 1967 (Washington, D.C.;
American Association for Higher Education, 1967), p. 5.

—
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social concern.

Of course, such Issues are
fair game for class discus-

Sion but only In classes where
that rhetoric Is part of
the normal
subject matter. Even the AAUP
agrees that, for example, a
discus-

sion of the morality of the Vietnam
War Is not legitimate discourse
for a class In mathematics.
Such a stand acknowledges that
Infringement of academic freedom Is Che only
way In which truth and a social

posture of the institution can be made
synonymous.
In a very real sense, the only
commitment to a social value—
xn contrast to the academic values
that guide the internal
processes of scholarship, instruction, and
the nature of its
intra-institutional community life— that a
university makes as
a university is its intransigent
commitment to academic freedom,
bo long as It takes no corporate
stands with respect to the
major controversies that beset all dynamic
cultures, it can
insist on the peculiar freedom of individuals
to investigate
to publish, and to debate which is the
cornerstone of the
academic enterprise. By this insistence, it
maintains an
open campus on which, at least in laudable
theory, all ideas
compete for a hearing and minority points of view
can be
safely maintained.

College presidents are the University despite the
famous

remark to the contrary to President Eisenhower by
a member of the
Columbia faculty.
he is not.
that

s

To them, he is not.

They are.

where it counts

They are.

But to the public, he
.

To the trustees,

the institution and

There is no point to fear social conse-

quences unless there is tacit agreement that it is the public mind
and opinion that is important.

Thus, it is the power vested in the

^^^•Joseph Shoben, "Toward Remedies for Restlessness:
Issues in Student Unrest," quoted by Roger W. Heyns, "The University As An Instrument of Social Action" in W. John Minter and
Ian M. Thompson, Colleges and Universities As Agents of Social
Change
(Boulder, Colorado:
Western Interstate Commission for
Higher Education, November, 1968), p. 27.
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presidential office that must be socially
curtailed.

"Whatever

power an Individual mi^ht appear to
possess is in effect attached
to the office he occupies in a
system.

He acquires power by

attaxning to an office and he loses it when
he is separated from
the office.

But the acquiring and losing of power is
illusory,

the property belongs rather with the office,
or better still, to
the system in which the office is a specialized
function.

The moment the president opens his mouth, he
has involved
the college or university.

If the institution, therefore, is to

remain neutral, then the president must be neutralized.
as he acts within his role as a

man

then he is "safe."

— Certified

C.P.R.— Certified Public Relations

He has neutralized himself in his concern

for the institution's image.
C.S.A.

As long

The moment, however, he becomes a

Social Accountant

— then

and violates institutional neutrality.

he embroils everybody

This he must not do.

Conclusion

Seventy years of literature and twelve hundred books and

articles on the college president have given us a great deal of

information about the office, much of which we need not to have had.

112

Amos H, Hawley, "Community Power and Urban Renewal
Success," American Journal of Sociology , 68 (January 1963), p. 423.

49, No. 2

W. Strong, "Shared Responsibility," AAUP Bulletin,
(June 1963), pp. 109-13.
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Prior to 1940, attention was
directed to the lives of the
"great
men" who headed Institutions of
higher learning. About the
turn of
the century It was noticed that
the nature of the Job was
changing.
Charismatic single mindedness was
giving way to the executive, the

corporate manager.

Biographical and historical studies
began to

decrease in number although a brief
period in recent years was
encumbered with the presidential true
confession.
The managerial literature was slow
to blossom.

World War

II and the mass maneuvering of human
personnel gave impetus to the

effective employment of all resources—
financial and human.

It was
the era of the job description, no
less for the college president

than anyone else.

Once the job was defined, then people began
to

write about what needed to be done.

It is from this literature

that most quotes on the office are drawn, all
emphasizing the

impossible number of things this executive must do or have
done

by others.
Human relations hit the commercial world with an impact

which quickly spread to higher education.
to know what he had to do

how to do it.

— the

Not only did a man need

job description

— he

also needed to know

Thus, the behavioral literature appeared and remains

into the present time.

qualities, and youth.

It emphasized style, leadership, personal

Simultaneously, the function of higher

education was examined again, for as style became inportant, the
effect of the style off the campus became more important.

If

students, faculty, trustees, and presidents affected the quality
of life, then the question was examined under the microscope of
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social discord whether the educational
institution had a social

function to fulfill as well.
Institutions of higher education became
embroiled with
the rest of society in international
affairs and civil rights.

From

the latter, they took methodology; in the
former, they found the

great issue."

was thrown.

Into this melting pot of disturbance, the
president

He was forced into deciding whether there
existed a

cleavage in his dual role as citizen and symbol.

The vast majority

of presidents chose to give prefernce to the
symbolic nature of

their duties and to preserve academic freedom through
institutional

neutrality.

President Ward challenged this deficiency in personal

and institutional responsibility.

Although the literature in this

area is minute in comparison with the rest, its quality is particularly enriched by Bill Ward's pen.
Currently, one should not expect to find further examination of presidential role conflict.

The energy crisis, inflation,

and soaring costs of private higher education dominate the scene.

Educational issues will, therefore, predominate.

One may expect

more controversy between the public and private sectors.
and population statistics will play a larger part.

Demographic

Survival is the

orientation of the recent writings and may be proved to be the next
major trend in the literature.
Despite the appearance of the next possible trend, we must
not allow the examination of the citizen/symbol conflict to slip too
far back into historical record.

Presidential memories lapse.

We
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must capture that information while
it is still possible.

The next

chapter describes how this particular
dissertation proposes to do
just that.

CHAPTER III
METHODOLOGY

It has been established that
there exists a paucity of

research on the conflict a president
faces in his dual role as

cxtizen and symbol.

Some authors have written about it
in short,

general terms ending up with prohibitive
fiats.

President Ward has

given us personal thoughts on his seven days
in May.

However, no

substantive research exists revealing whether
presidents perceive
that this type of conflict exists or not.

It is logical, therefore,

to turn to a sample of college and
unversity presidents to confirm

or deny this conflict.

The review of the literature has also offered some
hints

about other facets of the president's job that may impinge
on a

president's acting out this potential conflict and that may
be
revealed during the research.

involved?

Might not the president's family be

Is the president ever free from the position he holds?

If

he were going to take an action, would he seek the approval of his

board of trustees?
still act?

If he did and it were not forthcoming, would he

What option does he have if approval is denied?
The purpose of this chapter is, therefore, to describe the

methodology employed in answering these and other questions.

First,

it is necessary to define the terms employed in the research and the

reporting of results.

Role conflict is part of the theory of role
78
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behavior.

There are definitions that
have achieved rather cotton
acceptance and they require
identification. By presenting
definitions
first, „e gain a more distinct
insight into the interview
protocol
and approach used to obtain the
data.
Second, the development of the
instrument is described.

Explanation is offered for the focus
of the questions used in the
interview procedure. Third, the
interview sample is identified.
All
of the presidents interviewed were
from institutions of higher
education in Massachusetts.
explaxned.

The balance maintained in the
sample is

Fourth, the procedure by which the
interview protocol

was pretested is specified followed,
next, by the details involved in
the actual administration of the protocol.

Sixth, a description is

given on the treatment of the data revealing
how it was categorized
in order to make it useful and coherent.

The final part of the

chapter discusses the limitations involved in
a study of this type.

Definition of Terms
The principal theme that has run through the
first two

chapters is the fact that a college or university president
is

captured

by his place in the organizational structure.
Position .

In role terminology, that place in the structure

is called position , "a location in a social system which is
associated

with a set of norms called rights and duties and to which is attached
a certain amount of prestige."!

Position is synonymous with office.

IPrederick L. Bates, "Position, Role and Status:
tion of Concepts, Social Forces . XXXIV (1956), p. 313.

A Reformula-
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The two terms are used interchangeably
in this study.

Sta^,

Position confers

^atus

.

It is this status, in

part, which has created the role
dilemma under examination.

Linton

defxnes status as "simply a collection
of rights and duties. "2

It is

the "place in a particular system
which a certain individual occupies
at a particular time. "3 Status exists in
the eye of the internal

beholder as well as the eye of the external
participant.
al position

...

"Occupation-

is often a status and office both,
the first when

viewed from the standpoint of the general public,
the second when
viewed from the standpoint of the particular

business or agency."^

There are two types of status.

Ascribed status exists

"independently of individual qualities."

It is "assigned to the

individuals without reference to their innate differences
or
^

Status is ascribed from sex, age, family relation-

ships, marriage, and blood relationships.

from Individual accomplishment.

It is achieved by individual effort

2Ralph Linton, The Study of Man
1936), pp. 113-114.

(New York:

Achieved status is derived

(New York:

Appleton-Centurv

^Ralph Linton, The Cultural Background of Personality
Appleton-Century , 1966), p. 57.

^Kingsley Davis, Human Society

(New York:

Macmillan, 1948),

pp. 88-89.

^Kingsley Davis, "Stress and Related Concepts," in Robert L.
Kahn et al. Organizational Stress: Studies in Role Conflict and
Ambiguity (New York: Wiley, 1964), p. 68.

^Ralph Linton, The Study of Man , op. cit.

,

p.

115.

^
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and through competition with others.
Benoit adds a third type of status
which is the central theme
of this study-prestige status.

There are five criteria.

A person
of high prestige is "an object of
admiration, an object of deference,
an object of Imitation, a source of suggestion,
and a center of
attraction. "8
others.

Thus, a person of prestige status
Is a model for

His behavior Is emulated.

A college president has prestige

status although some hesitancy might be
experienced before one

"imitates" his behavior.
Ej^ec tat ions.

Individuals must translate position, status,

norms, rights, and duties into action.

expected to do so in an appropriate way.

But when they act, they are

Expectations of others and

expectatxons of self help to determine those actions.
are

Expectations

an evaluative standard applied to an incumbent of a
position."

They determine "how actors should behave."^
This definition focuses on two points.

P^sdictors of behavior.

First, expectations

In this sense, they are constructed to

anticipate behavior, to guide it into desirable channels.
they are evaluative.

They serve as normative criteria against which

the social act may be judged.

intensity.

Thus, an expectation may vary in

It may be an "absolutely must" expectation.

^Ibld.

,

p.

Second,

It may be

116.

^Emile Benoit, "Status, Status Types, and Status Interrelations," in Kahn et al.. Organizational Stress , op. cit. , p. 78.
^Gross, Mason, and McEachern, Explorations , op. cit.

,

p. 58.
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a "preferably should" one.

Or It can be of lesser
degree, a "suy

or may not" expectation.

Sanctions

.

Refusal to obey expectations may
bring negative

or positive reward, punishment
or gratification.

Sanctions are the

means of social control of conformity
or deviation.

"They are a

penalty or reward directed at a person (or
group) in order to discourage or encourage certain types of
behavior. "10
Ro]^.

With the "structural" concepts surrounding

role Identified, a definition of that term
is now useful.

Sargent

has created a situational definition which
is the most pertinent to
this study.

"A person's role is a pattern or type of social
behavior

which seems situationally appropriate to him in terms
of the demands
and expectations of those in his group.

"H

This definition has

the advantage that it encompasses cultural, personal,
and situational

data without making role dependent wholly on any one
of these.
Refer ence Group .

The group of which Sargent writes is the

reference group whose demands and expectations the president in
his

position regards as legitimate.

A reference group is a "group or

social category that an individual uses to help define his beliefs,
attitudes, and values and to guide his behavior.

students,

alumni, faculty, donors, trustees, staff, and the public constitute

l^George A. Theodorson and Achilles G. Theodorson, A Modem
Dictionary of Sociology (New York; Crowell, 1969), p. 365.

llStansfeld Sargent, "Concepts of Role and Ego in Contemporary Psychology" in John H. Rohrer and Muzafer Sherif (eds.). Social
Psychology at the Crossroads (New York: Harper, 1951), p. 360.
^^Theodorson and Theodorson, Dictionary , op. cit.

,

p. 338.
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the reference group of the
president.

The strength each exerts on

the president changes according
to the situation he
experiences.

^

le playing.

is role playing.

A president's actual perfornance
of his role

It is "these perfortiances
which validate (or

invalidate) the expectations of the
other person or persons in a
social set. "13 when a president enacts
or plays a role, he has
accomplished four things. He has identified
himself.
In this study
that identification is a citlxen and
symbol.

Next, he has determined

relative to stands on certain social issues
the behavior appropriate
to his identification as citizen and
symbol.

Third, he has used his

expectations of the acts of his reference group
as cues to guide
specific performance on these social issues.

Lastly, the president

has evaluated the probable responses of
the reference group to his

behavior in terms of personal and institutional
advantage or dlsadvantage.
In the process of role playing, the president may
encounter

conflicting demands upon his behavior.

He may want to do one thing,

yet feel constrained into doing something else.

The self is there-

fore challenged and may look, first, inward at his values.
Values .

Values are "criteria or standards in terms of which

evaluations are made."

In this study, an attempt is made to under-

13

T. R. Sarbin, "Role Theory," in G. Lindzey (ed.), Handbook of Social Psychology (Cambridge, Massachusetts: AddisonWesley, 1954), I, p. 282.
R. Lindesmith and Anselm L. Strauss, Social Psychology ,
Revised Edition (New York; Dryden, 1956), pp. 383-85.

^^Robin M. Williams, Jr., "The Concept of Values," International Encyclopedia of the Social Sciences
(New York: Macmillan, 1966).

.

,
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stand the conflict between
a president's role as
citizen and symbol.
Whichever emphasis characterizes
his behavior, individual
values
play a part in determining it.

~
another.

Ue system .

-

One value does not exist
independently of

Each is part of a value system,
"the set of criteria or

standards in terms of which evaluations
are made. "16

One value may

be more important at a particular
time and circumstance than
another
They are traded off until the
individual is satisfied with the
result.

They help to determine the president's
ability to lead.

leadership

.

In exercising the rights and
duties of his

position in the college, the president
performs acts of leadership,
the "exercise of authority and the
making of decisions. "17

When he

chooses between acting as a citizen or
symbol, or if he sees no

conflxct and acts accordingly, he performs an
act of leadership
which will be evaluated by the college constituencies,
his reference
group

Leadership style.

The manner in which he goes about making

decisions and exercising his authority results in a
leadership style.

Fiedler defines this as "a relatively consistent system
of interacting

with others who are in a subordinate position."!^

One of the ways in

which that style is directed is toward the resolution of social
issues.
16williams, ibid.

.

17Robert Dubin, Human Relations in Administration;
The
Sociology of Organizations with Readings and Cases (Englewood Cliffs
New Jersey: Prentice-Hall, 1951), p. 42.
ISpred A. Fiedler, Leadership
Press, 1971), p. 10.

(New York:

General Learning
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Social Issue .

The clrcmnstances through
which this study

examines role conflict is
that of social Issues.

This is "an

undesirable condition or situation
that is Judged by an
influential
nunher of persons within a
community to re,uire group
action towards

constructive reform. "W

Some examples are drug
addiction, crime,

abortion, divorce, war, busing,
amnesty, and integration.

The

president's experience of this
role conflict will depend,
in part,
upon how he reacts to the multiple
roles that he plays.

^Itiple roles

These are "the roles associated
with the

.

various statuses held by an
individual at a given time."20

The

president is not only president, he
is also a faculty member,
a
board member, a citizen, but many
more. As he plays one role, he
may
not totally forget the others.
Role primacy .

If a president chooses one role
over the

other, then he has determined which
role is required.
IS "the precedence of one role over
another. "21

Role primacy

This choice has not

only determined which role is dominant but
it has yielded a personal
role definition , "an individual's own
definition of his role in a
situation. "^2

l^Theodorson and Theodorson, Dictionary op , cit
,
^ Qlbid.

,

p.

356.

21 lbid.

,

p.

355.

22p^

p.

392.

Levinson, "Role, Personality, and Social Structure
in the Organizational Setting," Journal of Abnormal and
Social
Psychology (March 1959), p. 173.

~~
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^essure and strain

.

To choose one role over another
or

just to be forced into evaluating which
is primary places the president under pressure and strain.

Pressure is

those factors relat-

’'all

ing to role whxch singly or in combination
are sources of potential

diffxculty for the individual ."23

Pressure for the college president

is exerted when his duties as a private citizen
seem difficult to

reconcile with his duties as chief executive officer.
caused by a conflict between norms and demands.

Pressure may be

It may result from

different evaluations of reference group members.

There may be a

divergence between what the president thinks he "is" and
what others

believe him to be.
As pressure intensifies, strain results.

felt difficulty in fulfilling role obligations."^^

Strain is the
The president is

now in a position where he has to face up to role conflict.
Role conflict .

This is "the exposure of the actor to con-

flicting sets of legitimized role expectations such that complete
fulfillment of both is realistically impossible. "25

Thus the president

is exposed not only to internal strain but also to external sanctions
as well.

The fact that both the internal and external sides of his

23Edwin J. Thomas and Bruce J. Biddle, "Basic Concepts for
the Variables of Role Phenomena," in Kahn et al. Organizational
Stress , op. cit. , p. 62.
Goode, "A Theory of Role Strain," American
Sociological Review , XXV (1960), p. 483.
J.

25Talcott Parsons, The Social System
Free Press, 1951), p. 280.

(Glencoe, Illinois:
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roles have a legitimate claim
on his behavior further
Intensifies
the conflict that he must
reconcile.
"In the extreme case, compliance with one expectation as
sent would exclude completely
the

possibility of compliance with the
other; the two expectations
are
mutually contradictory "26
.

I n terrole

conflict occurs when "the sent
expectations from
one role are in conflict with those
for another role played by
the
same person. "27

nius the president has expectations
arising from his

duties as a president and his duties
as a citizen.

A decision to

participate in a peaceful civil demonstration
may be In conflict with
the desires of the trustees.

Interrole conflict, the focal point of

this study, has resulted.

resolution .

Somehow the president has to find his

way out of this obnoxious dilemma.

The claims on his conduct are

sufficiently strong that he must escape as quickly
as possible.

To

do so, he conjurs up an excuse
"an approved technique for avoiding
,

sanctions by asserting that an equally high or higher
claim prevented
the individual from fulfilling his obligations. "28

Thus, our president may say an accident prevented him from

voluntarily fulfilling a role.
ritual, prevented action.

He may plead etiquette, a prescribed

He may decide to tell a "little white lie"

26Daniel Katz and Robert L. Kahn, The Social Psychology of
Organizations (New York: Wiley, 1966), p. 184^;
27ibid..

28jackson Toby, "Some Variables in Role Conflict Analysis,"
Social Forces . XXX (1952), p. 324.
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roles have a legitimte claim
on his behavior farther
intensifies
the conflict that he must
reconcile.
"In the extreme case, compliance with one expectation as sent
would exclude completely the

possibility of compliance with the
other; the two expectations
are
mutually contradictory . "26
Int errole conflic occurs when
"the sent expectations from
t

one role are in conflict with those
for another role played by the
same person."27 Thus the president
has expectations arising from his

duties as a president and his duties
as a citlxen.

A decision to

participate in a peaceful civil demonstration
may be In conflict with
the desires of the trustees.

Interrole conflict, the focal point of

this study, has resulted,
C_onflic_t

resolution .

Somehow the president has to find his

way out of this obnoxious dilemma.

The claims on his conduct are

sufficiently strong that he must escape as quickly
as possible.

To

do so, he conjurs up an excuse "an approved
,
technique for avoiding

sanctions by asserting that an equally high or higher
claim prevented
the individual from fulfilling his obligations ."28

Thus, our president may say an accident prevented him
from

voluntarily fulfilling a role.
ritual, prevented action.

He may plead etiquette, a prescribed

He may decide to tell a "little white lie"

OC

^^Daniel Katz and Robert L. Kahn, The Social Psychology of
Organizations (New York: Wiley, 1966), p. 184.
^

^Ibid.

.

28 Jackson Toby, "Some Variables in Role Conflict Analysis,"
Social Forces. XXX (1952), p. 324.
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to sooth feelings, sometimes
referred to as tact.

Finally, he may

segregate the roles by repudiation,
stalling, redefinition, illness,
escape through resignation, or
play one group off against
another.29

Recapitulation .

It is obvious that there is
a limit to

which a president can be pushed.

Demands only retain their
effective

ness as long as there is some
possibility of fulfillment.

To over-

load the man can result in a complete
withdrawal or collapse or some
Other form of retreat.
Parsons has postulated a "theorem of
institutionalized

xntegration."30

He asserts that people want to do
what they are

expected to do.

It is this desire that fosters
social order.

Un-

fortunately , the total role demands of any
individual are over-

whelming.

His problem is how to make the conflicting
demands

manageable.

This study looks to that conflict and the
presidential

strategy of conflict resolution as the president himself
perceives it
to exist.

Development of the Instrument

In reviewing the literature on role research, two

methodologies were discovered:

written instruments to be answered by

the respondent and personal interviews.

29

Ibid.

,

The interview procedure used

pp. 324-327.

^^Talcott Parsons, The Social System
Free Press, 1951), pp. 9-10.

(Glencoe:

The

89

In this study is similar to
that pursued by Gross.
Mason, and

McEachern In their study of role
conflict and the school superintendent In which both a written
questionnaire and In-depth Interviews were used.31

The protocol used for the
interview Is also

influenced by the work of some early
researchers seeking data on
role conflicts.
The questions posed In the protocol
shown In Appendix D
were derived In two ways. First, they
were adapted from the type of

questions used by Gross, Mason, and
McEachern.

Second, questions 3

through 14 were developed from the
pretesting of the protocol and
from the first Interview conducted with
President Ward of Amherst.

Specifically, questions 3-5 resulted from
the pretesting; questions
6-14 from President Ward's advice.
Social issues rather than the internal problems
of the

particular president's institution are the foci of
the questions for
three reasons.

First, that focus is important to understand
at this

particular time in higher education when the acts of
presidents are
so crucial to the process and direction of the institution.

Second,

this type of questioning is less threatening to presidents
than to

question them on internal decisions and policy.

Third, answers

31Cross, Mason, and McEachern, "Chapter Thirteen. Role
Concepts: Purpose, Concepts, and Methodology," in Explorations in
Role Analysis , ibid. , pp. 244-87.

32Robert W. Friedrichs, "Alter versus Ego: An Exploratory
Assessment of Altruism," American Sociological Review . 25, No. 4
(1960), pp. 496-508; Stouffer, "Conflicting Social Norms," ibid.,
pp. 707-17; and Stouffer and Toby, "Role Conflict," ibid., pp.
395-306.
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that result will not only provide
knowledge on the nature of
role
conflict but also offer us insights
into the nature of leader-

ship and values of a sample of
college presidents.

Interview Sample
There are approximately 100 private
and public college
and university presidents in the
Commonwealth.

Four bases have been

used for selecting the specific
institutions shown in Appendix C:
first, prior association with their
presidents sufficient to increase

access to them for interviews; second,
representation from all types
of institutions in Massachusetts-secular
and sectarian, public and

private, two- and four-year colleges, and
universities; third, ease
of travel in order to make the task possible
for one interviewer to

accomplish over a reasonable period of time; and, fourth,
the institutions represented are located in essentially the
same New England

cultural setting.
The twenty— seven presidents of the colleges shown in

Appendix C were interviewed in-depth over a period of five months
extending from July through November, 1973.

Eighteen were presi-

dents of private institutions; nine headed public institutions.

Twenty are secular colleges or universities; seven are sectarian.

Three are universities; sixteen are four-year colleges; and eight
are two-year colleges.
educational.

The student bodies of seventeen are co-

Nine are women's colleges.

One is a men's college.

Twenty- three of the presidents interviewed are men; four are women.
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Twenty-one of these are lay persons;
six are clerics.

Only one

president of a sectarian Institution
is a lay person.

Although the sample Is weighted
In terms of four-year
private Institutions, a balance
has been maintained between
four

prestigious and four non-prestigious.
four-year private colleges and
four state colleges, plus four
sectarian Institutions. A similar
balance has been achieved In the
university category with Northeastern
University, Boston College, and the
University of Massachusetts.

Pretesting the Instrument
The interview instrument was pre-tested
with three institutions outside of Massachusetts~a private
college, a state college,

and a sectarian institution, all four-year
colleges.

Each presi-

dent was asked to evaluate the protocol.
Interview technique, and the

use of a tape recorder for the interview.

The role conflict data

obtained from these presidents was not used in drawing
the final
conclusions of this study.
As a result of their critique, the protocol and the
inter-

view technique were not substantially changed.
5

were added at their suggestion.

Questions 3, 4, and

Each president thought an hour, on

the average, would be sufficient to obtain the necessary data.

It was

suggested, however, that the interviewer should be prepared for

longer discussions because of the interest that the topic might arouse.
The letter (Appendix B) to be sent to each president requesting an

interview was reviewed and some changes made in it.

At the
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suggestion of the three presidents,
the tape recorder was not
used
during the actual interviews.
Each thought that it inhibited
the

conversation and would constitute a
psychological barrier to the
interview. The satiple interviews
were, therefore, conducted without
using a tape recorder.

Administration of the Interview Instrument
The purpose of the study and its
place in the research

on college presidents was explained to
each respondent.

Each was

then asked Question 1 in order to determine
whether or not the president percexved role conflict.

Depending on the affirmative or nega-

tive response to this query. Question 2A or
2B was asked and explored
in depth.

Questions 3 through 14 followed in that order.
Since a tape recorder was not used, written notes
were

taken during the interview.

The interviews were spaced at such

intervals that it was possible immediately after the
discussion

occurred to compose the results.
in the chapters that follow.

They are given as direct quotes

Although there is a discrepancy between

^^itten notes and a tape recorded interview, the presidents spoke
slowly enough to minimize the difficulty.

Although only five presidents directly requested anonymity,
there was at least one incident described by each president for

which he requested confidentiality.

To preserve anonymity, portions

of the interviews quoted in this study will be identified only by
type of institution.
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Treatment of the Data

After the data from each interview
was reconstructed into

written form, it was summarized in
terms of the following questions:
1.

2,

Is there a conflict between
the role as president
and the role as private citizen?
a.

What is the nature of that conflict?

b.

With what constituencies does it
exist?

c.

Over what social issues does it exist?

d.

Are unique problems created with the
Board of
Trustees?

e.

What gains and losses are experienced in
dealing
with constituencies?

f.

Does involvement extend to the president's
family?

How do these answers compare by

type,

of institution?

a.

Secular compared with sectarian.

b.

Private compared with public.

c.

Two-year compared with four— year.

d.

Four-year compared with university.

To help to avoid interpretational bias by the researcher,

an independent rater has been used to examine all data and to
all conclusions.

The rater was thoroughly acquainted with

the purpose of the research and has examined each interview.

He was

chosen because of his professional expertise in organizational

psychology and his experience in the administration of higher education.

Each interview was evaluated by the researcher and rater

Independently and conclusions were compared.

In those few instances
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in which there was some
divergence of opinion over a
conclusion, the
interview was re-examined in totality,
and a concensus was reached
between the researcher and the
rater.
Limitations of the Study
There are a number of limitations
to this study, many of

them grounded in the '•classicalproblems inherent in the interview
methodology. First, it was not possible
to maintain interview
consistency from one president to another.

Some presidents answered

Question 1 and then immediately began to
give examples of the
effect of social issues on their role playing.

Other presidents

had to be asked each probe question in order
to obtain data.
for each differed.

one-half hours.

Time

One interview ran three hours; another
four and

However, all presidents are not alike.

Each needed

to be questioned in the manner necessary to
determine reasons for his

actions on social issues.
Second, although presidents have been interviewed
from a

large number of institutions
in Massachusetts

biased

— the

— twenty-seven

percent of all colleges

sample is not statistically balanced.

It is

in terms of accessibility and the researcher’s previous

association with many of the presidents.

As an exploratory disser-

tation based on a limited sample, it will not be possible to construct

generalities that pertain to a larger population.

Although the data

have been analyzed systematically and findings result, caution has
to be exhibited in interpretation and generalization.
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Third, the objectivity of the
researcher t^y be questioned.

Prior professional contact with

s.any of

the researcher-respondent
Interaction,

the presidents tay have
biased

lhat prior contact was

necessary, however. In order to
gain access that might not
have been
forthcoming without It. For example,
different degrees of friendship
and trust were experienced. Presidents
Coumlotes of American Inter-

national College and Herman of Western
New England College are friends
and their remarks were exact and
pointed. Presidents Ward of Amherst
and Truman of Mt. Holyoke are more
than professional acquaintances,
yet
less than friends. Their remarks were
extensive but probably not
as blunt.

Presidents Knowles of Northeastern and Monan
of Boston

College are professional associates whose
remarks were more reserved.
Fourth, this study was conducted from only
one point of

view, the president’s.

It posed to him a psychological issue
asking

for his perceptions with no attempt made to
affirm what he has

actually said or done.

It does not include the views of the other

constituencies, the reference groups, whose actions bear
directly on

what actions the president may take.

To include representatives of

these groups, and to check on his actions, would, however, expand
the purpose of this study beyond its exploratory goal.

Fifth, this study is aimed at examining the incompatible

expectations arising from the citizen-symbol role.

It therefore

examines only one combination of roles in a role set.

Excluding the

other multiple roles played by the president is, however, required
in order to make the researcher’s task a manageable one.

96

Sixth, no direct attempt has been made
to study the partic-

ular values and the value system of each
president.

Although certain

evidence will arise reflecting inferentially on
that personal value
system, this is not the purpose of this study.

To perform it would

require another methodology and extend this dissertation
beyond

practical limits.

Since data of this type is valuable and should
not

be "lost," especially because it generally does not
exist in the

literature, it will be placed in Appendix E.
Seventh, the process of recording the data may be questioned.

A tape recorder was not used at the suggestion of the presi-

dents interviewed in pretesting the instrument.

The actual inter-

views would seem to indicate that this course of action was wise be-

cause it apparently reduced potential distrust of the conversation.
This process, however, placed a substantial burden on the researcher
to obtain accurate statements from the presidents simultaneously mixed

with his own perceptions of what was being said.

Since the inter-

view was written up from the notes taken immediately after it
occurred, a careful attempt was made to preserve accuracy and

attitude.

None of these limitations is seriously debilitating.

The

purpose of this study is to examine the nature of a particular type
of role conflict as the college president actually perceives it.

Further, it is an exploratory study laying the basis for further
research.

It is research with a unique place in the literature on
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college presidents.

It adds a dimension previously
unexplored.

The methodology chosen is
appropriate to that end.

The next step

IS to analyze the data obtained
using that methodology.

CHAPTER

IV

ANALYSIS OF THE DATA— DOES ROLE
CONFLICT EXIST?

f

txll he be trxed xn chxef authority.

the heart
Power shows the man.l

The emphasis of this chapter is "to
learn the mind and

"heart" of twenty-seven presidents.
of the chapter's data in that regard.

exist?

Three questions form the core
First, does role conflict

The responses to this question are
analyzed in terms of

perceptual differences among presidents of
public and private,
secular and sectarian institutions.

Length of time in office, the

type of xnstitution— two-year, four-year,
or university— and sex of

student body are all examined to determine if
they have any

influence on the responses.
president?
primacy.
they,

Second, is the president always the

This offers insight into individual perceptions of
role

Third, is the president's family also involved?

Are

for example, also constrained in their behavioral responses

to social issues?

The impact of the chapter lies, therefore, in

individual perceptions affirming or denying the existence of the
role conflict under examination.

Warren G. Bennis, "Confrontation," review of Confrontation;
The Destruction of A College President by Ken Metzler, in Change,
September, 1973, p. 60, quoting Sophocles.
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Institutional Data

— St^tutions
-

Although an enumeration was made
in

.

Chapter III of institutional data,
a restatement is helpful.

The

presidents of eighteen private and nine
public Institutions were
xnterviewed.

sectarian.

Twenty are secular colleges or
universities; seven are
Three are universities; sixteen are
four-year colleges;

and eight are two-year colleges.
co-educational.

The student bodies of seventeen are

Nine are women's colleges.

One is a men's

college.

presidents

.

Twenty-three of the presidents interviewed

are men; four are women.

are clerics.
lay person.

Twenty-one of these are lay persons; six

Only one president of a sectarian institution
is a

Table

2 shows,

by number of years, the length of time

the presidents have held office.

It also breaks down within each

range additional data on sex of the respondent,
classification,
affiliation, type, and sex of the student body.
Does Role Conflict Exist?

The specific problem under investigation is:

Do presi-

dents of institutions of higher education feel there is a conflict

between their dual roles of president and private citizen?
Fifteen of the twenty-seven presidents

— 55

percent

believe strongly that a conflict does exist between their role as a
college president and as a private citizen.

One feels that he

,
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TABLE

2

PRESIDENTIAL TENURE
BY RANGE OF YEARS, SEX,
AFFILIATION, TYPE,
AND STUDENT BODY

STATUS
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experienced the conflict lnfre,uently;
another experienced It »ost
of
the time. Adding these opinions
to the fifteen already
stated, seventeen presidents-63 percent-percelve
a conflict in the two roles.
In terms of these affirmative
responses, ten~37 percent—

emanate from private college presidents;
seven— 25.9 percent— from

heads of public institutions.

Thirteen— 48.1 percent-secular

presidents replied yes; four— 14.8
percent— sectarian presidents responded with the same answer.
In each of these seventeen cases,
when interrole conflict

existed in the specific social issues
xmder examination, the president gave role primacy to his presidential
position.

Each chose,

therefore, to yield to the pressure of
reference group expectations

concemxng the socially appropriate action

a college president

should play.
Ten presidents
Five

18.5 percent

percent
cent

— are

37 percent

— experience

no interrole conflict.

of these head sectarian institutions.

presidents of four- year state colleges.

Two

Two

— 7.4

— 7.4

per-

are presidents of four-year, private, non-prestigious colleges.

Another president of a four-year private, prestigious college emphasized that a conflict existed in analytical terms, but did not
exist in real terms.

Because the actions of this man demonstrated

conclusively that he did not play his role as if a conflict existed,
his reply was calculated

as a negative response.

these results is shown in Table

3.

A tabulation of
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TABLE

3

DOES ROLE CONFLICT EXIST?
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Public presidents .

Of the nine public presidents
Inter-

viewed. seven-77.7 percent-regarded
role conflict as a decided con-

straint on their behavior.

Their view is best described In the
words

of a community college president.

When one Is identified with a public college,
there is no way
possxble for his personal opinions to be
divorced from it.
Sometimes I'm forced into making statements
by the press or
others. But I always remember I am the President.
I am
regarded as the spokesman for the institution.
Anything I
say, no matter how controversial, is
regarded by the public
as a statement of the position of the college.
Maybe
erroneously, but they see it that way. When a
statement is
made, people look to see who said it; to see
what authority
and status he has; to see how much muscle he has.
Thus,
once
member of the college— faculty, students, or
administrators speaks, then the college is automatically
tied in. Many people on the canq^us, then, are going
to be
tarred with the same brush and resent it. But that's
the
way it is. That's the way the public thinks.^

^

Only two

22.3 percent

believed no conflict existed.

— of

the public presidents interviewed

Both head four-year state colleges.

One president was particularly articulate in stating his views.
One doesn't lose one's rights when he becomes a college
president.
There is, therefore, no conflict for me. If the
trustees sanction my actions, that might introduce the
conflict, but that's not the issue.

—

The question is what is one's moral obligation to provide be
a voice
on major social or political issues. There is a
conflict here. When he advocates , he hurts this role. He
destroys some element of freedom when he becomes an advocate.
He is dishonest if he disclaims which is in itself a position.
A true college or university represents all sides.
Here again, I think there is more to be said because it cuts

—

—

^Quotations given in each chapter are based on notes taken
during the interview with the respective president.

p
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to the core of the function
of education.
If the president speaks-and
there’s no reason why he can’the mast make it clear that he is
doing so as a private citizen
advocacy.
He must make it clear he'
is not
xs
nor^h'
the president or that he is not
opposing his trustepc,
must not attack their position. IT
ovm decisions and abide by them.
But it must be done with a
philosophy of maturity. I have my own
views.
The trustees
however, are the only ones that can
speak for the State
Colleges.
I abide by that.

H^

Private presidents .
tions were evenly divided.

tence of the conflict.

The presidents of the private institu-

Eight~29.6 percent-emphasized the exis-

Of these eight,

three— 11.1 percent— head

two-year, women’s colleges; two-7.4 percent-guide
four-year, private

prestigious colleges— one coeducational; the other
a women’s college;

two— 7.4 percent—preside over

four-year, non-prestigious , coeduca-

tional, private colleges; and one is president of a
university.

Another president of a four-year, prestigious, women’s college
believes that interrole conflict exists "most of the time."

ing the reply

infrequently

Categoriz-

most of the time" as a "yes" response, and the reply
as a

no

response, we find that private college presi-

dents are evenly divided nine to nine on their perceptions of the

existence of role conflict.
One president of a four-year, non-prestigious, coeducational,

private college describes his affirmation of interrole conflict in the
following words:

—
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Yes!
I say absolutely without
a question there Is
Tt
^
of every president no matter
"
what the Institution is.
His
roles will vary from college
to colleee but not tn
1®‘
president does not have the same
rlghfs’as
I
nrlva^r
1
^
pi^iva.t
^
6
citizGn
ov profA€?<=inf
11
^ condition precedent to his
gettxng
getWnn the
?hr;oh
H
job.
He gives up certain things.
I do not
for
liberty of openly supporting
the
political
^ndidate of ny choice. It's not
someiung Pm^p^sed tfdo.
^ P^^sident speaks, who
else is important? I would
put
ir fh'
It
this strongly.
There Is only one man with Individual
onL
ere
dentials-the President. That's a tnot of
, ,

Negation of this type of role conflict
requires more detailed
explanation.
Three themes were evident. One is
practical or managerial.
One Is behavioral. The third Is
religious, discussed in the
next sub-section.
The practical viewpoint looks internally
to the nature of the

xnstitution and to the character of the board
of trustees.

This

posxtxon xs best described by the words of
the president of a private,
four-year, non-prestigious, coeducational
institution.
No, I don't think that there is a conflict
between these two
roles.
But, of course, I'm not that quick to
compete or
conqjly with the actions of
conpatriots.
I move more slowly
than others.
I must.
I'm the head of a very conservative

maybe ultra-conservative—institution. Because of
that, I
wouldn't be forced into taking a stand. Anyway, I
wouldn't
take a stand on every issue.
I don't feel I have to and the
Trustees certainly aren't asking me to.

The second theme, a behavioral orientation, emphasizes
the

role of the institution in society and the part the
president plays
in that process.

It is also a theme heavily laden with the respon-

sibility of the president to students and faculty.

It is exemplified

by the view of the president of a four-year, prestigious, private,

men's college.
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college is an institution in process.
1 am part of that
change and process. The fact that
I was selected as
president
reflects (this college's) reaction
toward change and toward
i-owara
the process required (here).
I really resist the notion
that any social role demands
the
self conscious repudiation of one's
values and attitudes. As
was preparing that night a statement
to read
co™nity I read back over it. I noticed that to the college
the words aS
sentences flowed in my typewriter. But
as I went back over
them, they really didn't say much.
I thought to myself:
for
years, as a teacher and now as a college
administrator, I ve said to the students that
they should act as
humane, trained people, but as citizens
as well.
Now here I
am writing something which doesn't follow
with my own words.
Now what am I going to do about it?
I know the students were looking
to the president for
some statement, for some guidelines.
The sentences ran off
all right, but I said to myself, you don't
believe in them.
I had a rational choice to make;
that is, a reasoned choice.
I had a special responsibility as
the president to make this
statement (on the Cambodian problem).

Secular ve rsus sectarian presidents .

Fourteen

— 70

percent

of the twenty secular presidents declared positively
the existence of

role conflict.

This includes the president of a prestigious, four-

year, women's college who believes that interrole conflict
exists

most of the time.

Only two

— 28.6

percent

— sectarian

presidents of the

seven interviewed perceived that there was a conflict between the two
roles.

This introduced the third theme for the non-affirmation of

interrole conflict:

the religious emphasis.

The characteristic

reasoning given by the sectarian presidents, all Catholics, is
illustrated by the words of a president of a two-year, women's,

private college.
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1 see none.
Of course t’h iz-k-iro
deeply involved in social
issues
But°i^am
and philosophically. I’m
commit t;d to
4-

^

them. ""Lt

-L

I

thr^imri^^
-mern^r

Sh7odr'""'" ^SO- Daniel Berrigan— who
hand't done
so much^hen
then--was a speaker here, although
he was xuvoivea
involved
in demonstrations and
civil riehrs
^J-vii
t
rignts.
I had no problem with
that.

Certainly, I would not hesitate
to speak out.
I would
I
was formerly a member of the
League of Women Voters
I am
not now. However, I would
never use my position! elthL
resident or person, to persuade
students.
I reverence them
and would like the same in return.
My vocation is my total
person.
It is my total passion.
I do believe that I must
see to It that all the facts are
presented. That's education.

L

We need Holy Radicals to get to the
root of things.
I do
therefore, have a responsibility to do
something.
I have’
encouraged the formation of Young Democrats,
Young Republican
clubs.
I want them to happen.
I want our kids to be socially
conscious, to be politically sensitive.
Our kids are middle
class.
They have not been hurting enough.
Because two female sectarian presidents
departed from the

majority perception, their words are of
interest.

Their reasoning

is not fundamentally different from that
of their colleagues above.

But the way they cope with interrole conflict
is different.

The

president used as an Illustration in this instance
is also the head
of a two-year, girls college.

suppose there is. If it jeopardized the school, then of
course, I would not do it.
Some of the parents who send their
girls here might react in an unkindly fashion. There is
probably some constraint especially relative to the problem
of public demonstration.
The best answer to your question
is that I m not the type of person to wave banners.
That's
not my way, not my style.
I

So much of any answer depends on the situation.
I feel a
deep sense of obligation to the students. I would not think
it necessary for me to take a stand in order to make their
education complete or meaningful. Education is education.
Hopefully, we teach the students to form their own opinions,
to make their own stands.
What they do is not because of my
stand.
That's not education.
I certainly can't stretch my
concern for public purposes.
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Type of institution and student body

tion- two-year, four-year,

body— coeducational,

.

The type of institu-

and university-and the sex of
the student

men, and

women— exert little influence

on the

existence of role conflict within the
limited sample of the presidents interviewed.

Seven— 25.9 percent— four-year presidents—
to include
who believes the conflict exists most of
the time— said yes.

the one

Nine—

to include the president who believes the
conflict is infrequent-

said no.

In terms of percentage comparisons,
43.7 percent said yes;

56.3 percent said no.

No strong influence was apparently exerted
by

the fact that the person was the head of a
four-year college.

No

reference was ever made to the sex of the student body.
The two-year community colleges were unanimous in their
be-

lief that interrole conflict existed.

their perception.

The state university president

The four presidents of the four— year state

colleges were equally divided in their opinions.

Status as a public

institution exerted a strong influence on role behavior and reduced to
insignificance the influence of type and nature of the student
body.

There is no indication that institutional type or sex of stu-

dent body had any bearing on the behavior of the four presidents of the
private, two-year colleges.

Length of tenure in office .

Six presidents expressed the

opinion that President Ward of Amherst was able to perform the act
of civil disobedience that he did at Westover Air Force Base because

he was in the

"honeymoon" period of his presidential tenure.

The
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Implication was made, therefore,
that a "no" response to the
existence
of role conflict would be more
likely to occur if the president
was
reasonably "new" to his office-that
is, during the first two
years.
Table 4 compares responses to the
number of years the president has
been in office.
It IS difficult to draw inferences
from those responses ex-

ce£t in the case of presidents who
have been in office four years or
less.

Fifteen— 55.5 percent— of the twenty-seven
presidents meet that

requirement.

Ten presidents— to include the one who
thought role con-

flict existed most of the time— gave affirmative
responses.

negative replies.

Five gave

Within their individual category of four
years or

less in office, then two-thirds replied yes;
one third replied no.

In

terms of the total number of presidents, regardless
of the number of

years in office, 37 percent replied yes and
18.5 percent responded no.
It seems likely that time in office is not, on the
basis of this sam-

ple, a significant factor in presidential perceptions.

Table 4 sustains that observation.

The data in

This seems to refute the feeling

by some presidents that it is a factor.

It is, however, not possible

to generalize this observation to a larger population of college
and

university presidents.
Always the President?

One of the additional discoveries made by determining the

existence of role conflict is a perspective of the hold the presidential role has on its incumbent.

The responses to the question, "Are
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TABLE 4

ROLE CONFLICT AND TIME IN OFFICE

Years

Yes

in

Most of
the
Time

Office
0-4

9(33.3%)

5-9

10-14

1(3.7%)

25 and
more
Totals

No

Totals

5(18.5%)

15(55.5%)

1( 3.7%)

2( 7.4%)

3(11.1%)

2( 7.4%)

1( 3.7%)

3(11.1%)

2( 7.4%)

3(11.1%)

15-19

20-24

Infrequently

1( 3.7%)
1( 3.7%)

1( 3.7%)

2( 7.4%)

15(55.5%)

1(3.7%)

1(3.7%)

[10(37%)

2( 7.4%)
27(100%)

.

Ill

you always the president of your
institutlon?-~are shown In Table

5.

Twenty-three~85.1 percent— of the presidents
gave role
prxmacy to the presidential position
when dealing with their respective
reference groups.

This figure includes the two presidents
who re-

sponded that they believed they do most
of the time.

cent— maintains

Three more— 11.2

a consistency between his denial of
the existence of

role conflict and a negative response to the
"always" question.
In examining the explanations of the
twenty-three presi-

dents who act first as the president, they account
for the primacy of
the presidential role in three ways:

a managerial emphasis, reference

group ejqjectations, and academic freedom.

The managerial theme em-

phasized the management of institutional resources.
a four-year, private, non-prestigious

,

The president of

coeducational college described

this theme bluntly.

Society is concerned about colleges.
I think that it is
necessary for me to draw and walk a fine line. Society
expects me to. Because of it, I know which way I have to
lean. As president of the College, I control a limited
amount of resources. That*s my job to protect those resources.
Harvard can say: To hell with them all.
(We)
can’t.
If I went to a bar room, got potted or acted outrageously, it would reflect.
Improper management or
actions reflect on the College and are regarded socially
as a sign of institutional weakness.

—

Reference group expectations are a severe constraint on

presidential action.

The president of a four-year, private, non-

prestigious, coeducational college summed up these expectations in
gravid terms
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TABLE 5

ARE YOU ALWAYS THE PRESIDENT?

113

®

pronouncements to the
not president. Baloney'
he foregoes all but one

he acted as citizen,
1^a inmanwhich
When
accepts the presidency,
how'‘rvotedr''''’'^®^'

Let me illustrate further. I can
no longer go outside my
home in my pajamas to get the morning
paper. That would
engender caustic comments.
It took a full year before my
wife gave up her dress to work In our
garden In blue Jeans.
drinks at (a restaurant) and then
slopped my
spaghetti, they d be more critical of me
than anyone^Lse
who might do the same thing.

privilege when we assume a public responsibility. My college maintains its essential
non-involvement
through my actions. If a faculty member
wants to get
arrested, that's fine for his responsibility
to himself is
probably far greater than to his college. We
can not buy
public respect by selling out ourselves to
personal indiscretions or mob manipulation.
The third theme of academic freedom asserts
that a presi-

dential stand may act to cut off debate on the campus.
raises the question of the function of the institution.

It also

The presi-

dent of a four-year, state college trenchantly expressed
this view.
Each college has its own character. Each exists in a
different time and different place. Time and places change.
One college may require a scholar as president; another, a
P.R. man, management man, administrative man, bureaucrat,
work horse that's me buildings man, or some other type.
I've got to go out to dig this stuff out.
I have a little
cabinet to help me. Different institutions can deliver the
thing needed at the time needed more readily.
I can not
rely on the faculty for this.

—

—
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The faculty work at their levels on
this.
They are the
pro s and con’s on the campus, not me.
If I am, something's
wrong at this place. But it all has
to be kept on that
scholarly tone. This way the students
learn more.

What are colleges really? They are not
sanctuaries.
Their
strength Ixes in their scholarship. They
must speak from
that strength.
The public looks to us for that direction.
They see me always as its personification.
It doesn't really
matter whether it's a factual observation or
not.
They see
me first. We have faced all sorts of
charges:
pinkos,
traitors, and valueless persons. We are
about to throw
away the gains of the last ten years.
We've become poor
educated fools—impractical, the butt of
scurrilous jokes.
We ve gone too far in giving up what we were
halls of
reason, of fact, and consultation. We're not
a forum.
We've
become an arena.
In forums, rational reason is prized.
In
arenas, display is valued.
So I'm always on display.

—

The President's Family

If the president experiences this role conflict,
then does

his family have to be

above suspicion?"

Is there an expectation

that they also are representatives of the college?

Table 6 tabulates

the responses of the presidents to family involvement in the presi-

dential role.
This question was not applicable to six
the seven presidents of sectarian institutions.

percent

— of

— 22.4

percent

Fifteen

— of

— 55.2

the remaining twenty-one presidents thought that their

families were involved.

Only three

— 11.2

Children were felt not to be involved in only
of the fifteen affirmative responses.

— saw no involvement.
two — 13.3 percent

percent

The president of a private,

four-year, non-prestlgious coeducational college cogently described
that involvement.
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TABLE 6

THE PRESIDENT'S FAMILY ALSO INVOLVED?

Yes

15 (55.2%)

Infrequently

3(11.2%)

Not Applicable

6(22.4%)

No

3(11.2%)

27(100%)

—— —

:
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Yes, I think it does affect ray family.
I’ve had two sons go
here.
(One) did not engage in extracurricular
activities because I was president. My spouse respects the same
constraints.
That’s probably because the public can't
segregate.
I would feel very badly if she did
something and was attacked
for it in the press.
She could be because she’s a socially
active woman not with Women’s Lib or things like that
but
with public causes. But I could live with it. Socially,
however, I might have to qualify somewhat my remarks on
this
concept of segregation. We have reached the point where
the
behavioral pattern of the family is not attributed to the man.
Now, maybe even the trustees don’t do that.
Society has become more sophisticated.
There is more freedom of individual
expression. But, given how I read society, I still do not
think that this freedom has been given to the leaders. That’s
a fact my family and I have to live with.

Summary

As a result of the data obtained from the twenty-seven

presidents in response to their perceptions on the existence of the

interrole conflict between citizen and symbol, the following findings
resulted
1.

2.

— 63 percent — affirmed
ten — 37 percent — did not believe it

Seventeen presidents

interrole con-

flict;

existed.

Of the seventeen affirming presidents, ten

— 37

percent

— 25.9 percent
were public presidents. Further, thirteen— 48.1 percent
headed secular institutions; four — 14.8 percent — represented
represented private institutions; seven

sectarian colleges and universities.
3.

Of the ten presidents responding in the negative, five
18.5 percent

— were

from sectarian institutions; two

— 7.4

——
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percent— from four-year state colleges;
two-7.4 percentfrom four-year, private, non-prestigious
colleges; and one—
3.7

percent— from

a four-year, private, prestigious,
men’s

college.
4.

Seven presidents— 77.

7

percent— of the public institutions

affirmed its existence; two
5.

Nine— 50 percent— of

— 22.3

percent

— did

not.

the presidents of private institutions

percexved the conflict was real; nine

offering three reasons;

— 50

percent— disagreed

practical or managerial, behavioral,

and religious.
6.

Fourteen— 70 percent— of the twenty secular presidents
and two
of the seven

— sectarian presidents agreed the
Six— 30 percent — of the twenty secular
seven— 71.4 percent — sectarian presi-

28.6 percent

conflict was present.

presidents and five of

dents asserted to the contrary.
7.

The type of institution— —two— year, four— year, and university—
and sex of the student body

— coeducational,

men, and women

had no significant effect on the responses.
8.

Although some presidents postulated that a time in office of
less than four years

— the

so-called "honeymoon" period

— would

facilitate taking a stand on a social issue, the data refutes
this proposition.

— 55.5 percent
percent — affirmed

Of these fifteen presidents

in office less than four years, ten

— 66.6
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the existence of the conflict; five—
33.3 percent— did not.

When compared with the total sample
of twenty-seven presi-

9.

dents,

ten— 37 percent— replied affirmatively; five—
18.5

percent

— replied

Twenty- three

negatively.

85.1 percent

— of

presidential role was primary.
felt that it probably was.

account for role primacy:

the sample thought that the

Three more

— 11.2

percent

Three reasons were offered to
managerial, reference group ex-

pectations, and academic freedom.
10.

Fifteen presidents— 55

.

2

percent— felt that their families

were also constrained in their social alternatives.
two

— 13.3

Only

percent— of the fifteen felt their children were

not involved.

Three

— 11.2

their families as involved.

percent

— presidents

— 22.4

Six

percent

did not see

— sectarian

presidents had no families with which to be concerned.

With the existence of role conflict confirmed in presidential
perceptions, it is now possible to examine the data on the social
issues that might tempt presidential action and to discover those

stands which presidents have taken.

ANALYSIS OF

CHAPTER V
THE DATA— ISSUES

AND ACTIONS

The inescapable responsibility of the President
is:
don't do
anything you don't have to. A decision is always
displeasing to someone. Don't act until you must
'paint or get
off the ladder.' Let us suppose we have a
4/4 split in my
executive committee. Then I've got a tough, inescapable
problem.
That's enough of a problem without going out to
create others for myself.
This statement by the president of a four-year, private,
non-

prestigious, coeducational college points toward presidential
actions
on social issues.

The purpose of this chapter is to examine presi-

dential reactions on nine social issues.

Attention will be directed

toward those issues upon which presidents perceive they would act.
These feelings will be tested against actions presidents have taken.
To determine the strength of these feelings, an examination will be

made of the willingness of heads of institutions of higher education
to act contrary to the law of the land.

Social Issues

In order to determine the existence of role conflict,

presidential reactions were tested against nine social issues:
partisan politics, busing, civil demonstrations, war, institutional
investment policy, unjust laws, amnesty, abortion, and marijuana.
responses to thse issues are tabulated in Table

The

7.

Partisan politics and the war have attracted the most

attention of the presidents.

Despite that, only 25.9 percent of those
119
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TABLE

7

SOCIAL ISSUES UPON WHICH PRESIDENTS WOULD ACT

Issue

Politics

Would
Act

7(25.9%)

Would
Not
Act

20

Sex

Classification
(Public or
Private

Affilia-

Type

tion
(Sectarian
or
Secular)

M.

6

F.

1

Pub. 2
Pvt. 5

Sect. 1
Sec.
6

2-yr. 2
4-yr. 5

Busing

2( 7.4%)

25

M.

2

Pvt. 2

Sect. 1
Sec.
1

4-yr. 2

Demonstra-

4(14.8%)

23

M. 2
F. 2

Pvt. 4

Sect.
Sec.

3

2-yr. 1
4-yr. 3

M.
F.

2

Pub. 2
Pvt. 5

Sect. 3
Sec.
4

2-yr. 1
4-yr. 6

tions

War

7(25.9%)

20

5

1

Investments

4(14.8%)

23

M. 4

Pvt. 4

Sec.

4

4-yr. 3
Univ. 1

Unjust Law

3(11.1%)

24

M. 1

Pvt.

Sect.

3

2-yr. 2
4-yr. 1

Pvt. 2

Sect. 2

2-yr. 1
4-yr. 1

Pvt. 5

Sect. 5

2-yr. 1
4-yr. 4

Pvt. 2

Sect. 2

4-yr. 2

Amnesty

Abortion

Marij uana

2( 7.4%)

5(18.5%)

2(

7.4%)

25

22

25

F.

2

M.
F.

1

M.

2

F.

3

M.

2

3

1
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interviewed thought they would take a stand on each
of these two
issues.

Both of these issues were thought to be somewhat
more safe

than others.

Politics was so regarded because of the fact that
a

president who supports a political candidate attracts less
attention than one who takes a public posture on busing.

Politics, then,

is apparently a less emotional issue than other issues
such as busing.

A stand on the war became easier to take as its prolongation, cost
in human life and resources, and violent tactics became less
popular.
Ill-

this instance, an increased emotional overtone made it easier for

the president to think about taking some form of social action.

Participation in demonstrations (14.8 percent), considerations of the ethical nature of the institution's investment policy
(14.8 percent), and abortion (18.5 percent) ranked second in frequency

of choice.

Engaging in public demonstrations, especially when the

president may be one of many in the assembled crowd, has also become
somewhat more acceptable as a form of social action.

Only one presi-

dent stipulated that he would be willing to engage in public protest
of this type if he were one of a very few people.

Most presidents,

therefore, who thought they would do this still seek the seeming

anonymity of large numbers.
Investment policy requires a different form of action.

Each

president who was willing to consider the ethical nature of his
institution's investment policy observed that he would first be required to approach those members of the Board of Trustees who made
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investment decisions.

To the extent that the president
felt knowledge-

able, he would apprise these individuals
of the questionable ethical

practices surrounding the companies whose stock had
been purchased.
He would suggest that various alternatives be
followed to change the

policies of these companies, such as, the exercise of
proxy procedures
and visits by prominent members of the Board to company
officials

capable of making policy decisions.

Dis-investment is the last resort

that only one of the four presidents felt he might urge.

Abortion
presidents.

The

18.5 percent

— is

of concern only to sectarian

right to life" issue is an important matter of faith

to each of these persons.

It is, further, a matter of pre-eminence

given the current changing social attitude toward invididual freedom,
a corollary of which is freedom of the body.

Busing (7.4 percent), amnesty (7.4 percent), unjust laws
(11.1 percent), and marijuana (7.4 percent) rank last in presidential

attention.

Each is an issue that seems less able to touch individual

conscience.

One president of a prestigious, private, four-year col-

lege observed that they were not issues that easily aroused his sense
of personal integrity.

He further observed that what one man con-

sidered unjust in terms of the law requires a larger public confirmation before it may be protested.

His observations are insufficient

to affix a generalized statement of presidential motivations.

A further examination of Table

7

relative to sex, classifi-

cation, affiliation, and type reveals no data sufficient to offer

—

.
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tentative observations.

It does, however, show some
"surprises."

Two public college presidents said they
were willing to act on polit-

ical matters and two said they were
willing to take a stand on the
war.

Four public presidents, then, were willing
to take stands on

issues that might cause them to violate the
expectations of their

constituencies
As a group, the presidents of sectarian colleges
are more

willing to take stands on some social issues than
their private and
public counterparts.
ed

If we assume

— as

one sectarian president suggest-

that a willingness to participate in demonstrations,
and to take

a stand on the war, unjust laws, and abortion have
a moral component

greater than the remaining issues, then we have a possible explanation for their mode of behavior.

Actions Taken

Despite the fact that presidents say that they would take a
stand on an issue, the real test comes when each is faced with a

circumstance requiring a decision to act or not.
29.6 percent

— however,

making a choice.

declared that they have not been faced with

Table

8

provides the data on these presidents.

Nineteen presidents
action of some sort.

Eight presidents

Table

9

— 70.3

percent

— have

taken a specific

shows the issues on which action has

been taken, why the action was taken plus additional data on sex
classification, affiliation, and type.

12A

TABLE 8

PRESIDENTS WHO HAVE TAKEN NO STAND ON ANY ISSUE

Sex

F.

M.

Classification
(Public or Private)

Affiliation
(Sectarian or Secular)

Type

1

Pub.

1( 3.7%)

Sect.

1( 3.7%)

2-yr.

3

7

Pvt.

7(25.9%)

Sec.

7(25.9%)

4-yr.

5

8

8(29.6%)

8(29.6%)

8
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Pontics.

Probably the most important way
a president can

take a stand on partisan politics
is to seek public office.

publxc president did.

One

He emphasized that the location
of the college

and his residence were different;
therefore, he felt free to run as a

private citizen for public office at his
place of residence.

Two

presidents— one public, the other private— had
sent letters as private
persons to personal friends supporting a
political candidate.

Both

instances involved local candidates in the town
where the president
lived.

One public president refused to write such
a letter when

asked because he felt such an act would seriously
hurt the college.
If the opposing candidate should win, then
he would be in a position

to bring harm to the college because of action
the president had taken.

Four presidents, both public and private, have put political
signs on
their cars and political signs on the lawns of their homes.

Each em-

phasized that it was his home and did not belong to the college.
acted within his rights as a private citizen.

Each

Two public presidents

refused to do so reasoning that it would bring harm to the college.
One of these two presidents did not do so because his home was located

across the street from college property and buildings.

He believed

that given this location such an act would have been misconstrued by
the public as college support for the candidate.

One private presi-

dent contributes regularly to the candidate of his choice.
as a private citizen in small amounts.

He does so

Three presidents, both public

and private, have written letters to the editor supporting a candidate.

—
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One private president wrote seriously criticizing the
incompetence of
the incumbent.

Each acted as a private citizen.

One public president

refused to do so because he thought it would harm the college.

In

these fifteen instances, all but three were in support of some
political candidate.

Each was done as a private citizen.

In each of the

three occasions in which support was refused, harm to the college
was the sufficient cause for withholding action.

Partisan politics, therefore, evokes different responses.
Only one

3.7 percent

man sought office.

Two

— 7.4

percent

letters in support of a political candidate; one refused.

percent

— would

— wrote
Four — 14.8

"advertise" a candidate through bumper stickers and
Two

— 7.4

refused because their homes were institutionally owned.

One

signs on the lawns of their privately owned homes.

percent

— 3.7

— contributed financially to the candidate of his choice.
Three — 11.1 percent — wrote letters endorsing a candidate; one refused

percent

believing harm might be done to this institution.

In each instance

where partisan political action was taken, the respective president
felt that he was entitled to do so as a private citizen.

Abortion .
abortion.

Sectarian presidents only are concerned with

Each of the presidents who took a stand did so vocally by

speaking out to parents, students, and citizen groups against abortion.
One president, the only lay president, testified before a State Committee on Abortion.

For each, the action was motivated by a strong per-

sonal belief that abortion is morally wrong.
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In vestments .

Two private presidents were
concerned over

the xnvestment policies of their
institutions.

That concern was

induced by reaction on the respective campuses
and by personal
convictions that there was merit in examining
the policy of these
companies.

In each instance, it was decided to use
members of the

Board of Trustees to go to the

questionable practices.
Demonstrations .

coii^janies

involved to discuss the

Dis-investment was not considered.
Four of the private college presidents

refused to participate in public demonstrations.

Two felt it would

hurt their respective colleges in the eyes of the public
and with

prospective donors.

Two believed that they did not possess the

factual information sufficient to persuade them that they should
demonstrate.

These last two also enphasized that this was not their

style of behavior.
in a public protest.

Only one president

— Ward

of Amherst

—participated

He felt that this was a way to show his per-

sonal concern.
War.

The Vietnam War elicited the most concern by the

nineteen presidents.

Three public presidents refused to shut down

the college in order to protest American participation in the war.

Each thought that they had no right to sanction the closing of a
state institution.

remain open.

They were under a contractual obligation to

Three private college presidents did not believe in

closing down the institution.
and debate the Issues at hand.

Each felt that it should remain open
They believed that the act of closing
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could seriously inhibit the actions and rights of
others who did not

agree to the cessation of normal activities.
One public president refused to write a letter to
President

Johnson protesting our involvement in Vietnam.
academic institutions must remain neutral.

He believed that

Further, he did not be-

lieve that his action would really have any impact.

Another public

president refused to write because he thought it was wrong.

He did

not possess the facts to justify writing such a document; therefore,
he didn’t know how, as a thinking man, he could compose such a thing

without the required facts.
Three presidents were forced to decide about sending a tele-

gram to President Nixon protesting the resumption of the bombing.
One public president sent such a telegram at the instigation of his

faculty and students.

After he sent it he had second thoughts.

then it was too late.

Two private college presidents refused so to do.

By

Each felt that he did not know enough of the true facts to act in
this fashion.

The public president who developed second thoughts did

so for the same reason.

One private president chose to act by sending a letter to her

Congressional delegation.

She thought this would have more Impact

than sending a petition, letter, or telegram signed by a multitude of
others.

The letter was written as a private citizen protesting our

involvement in the war.

Two of the four recipients may have known

she was a college president.
did not.

The other two representatives probably

—

132

Two private presidents wrote to
President Nixon.

Each

emphasized that he did not presume to criticize
the President for the
conduct of the war.

Each said he did not know enough to
do so.

Each

described to President Nixon the situation that
existed on his campus, the growing hostility of students
and faculty, and the increas-

ing volatility of the situation.
thought out reply from Nixon.

Each received a courteous and well

Each felt he had done what he best

could in order to create some impact on the situation.
Three presidents

two private, one public

petitions to halt the bombing.

harm to the college.

— refused

to sign

Each felt that to sign would bring

The private presidents believed strongly that

their signing would seriously jeopardize donor support during a

financial campaign.
ber.

One private president signed as a faculty mem-

He did not believe that it would do any good because Nixon

was not about to listen to anyone.
One private president had composed a letter to Secretary

Kissinger protesting our involvement in the war and the necessity for
speedy withdrawal.

She contemplated sending it but did not.

In summary, then, the Vietnam War provoked varying responses.

Three public presidents

— 11.1

percent

— refused

to shut down their

institutions to protest the war reasoning that they had a contractual

obligation to remain open.

Three private presidents

— 11.1

percent

kept their institutions open while under pressure to close in order
to debate openly the issues involved.

cent

— sent

One public president

— 3.7

per-

a letter to President Johnson; one other refused to so do

because he did not have the facts.

Three presidents

— 11.1

percent
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were asked to send telegrams to
President Nixon.

Of these three, one

public president sent the communication
and regretted it afterward;
the other two— 7.4 percent— private
presidents refused. One private
president sent a letter to her congressional
delegation.
Two private

presidents sent letters to President Nixon
informing him of their
campus environments.
Three-two private and one public presidentrefused to sign petitions to halt the bombing.

One private presi-

dent sent a letter to Secretary Kissinger
to protest the war.

Additional Issues

During the interviews, some presidents mentioned
other
issues they felt were important.

In each case, the respective

president had acted on the issue mentioned.

Those issues are tabu-

lated in Table 10.
Each of the presidents who mentioned having controversial

speakers on campus had faced the problems created by such
speakers.
In each instance, they were prepared to face all criticism
caused

by the presence of these persons on campus.

One of the two presi-

dents who addressed the issues of affirmative action and equal

opportunity shocked his campus community by making his first four
appointments women.

One of the two presidents concerned with the

loyalty oath problem became a "hero"

— in

his own

words—when he

drafted a rather lengthy statement that appeared in the local newspaper,

The three presidents who saw the Governor’s Reorganization

Plan as an issue were divided in their views.

One felt that he

should not disagree with the official viewpoint.

believed that they should speak out against it.

The other two

They have so spoken.

s
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TABLE 10

ADDITIONAL ISSUES ON WHICH
PRESIDENTS HAVE ACTED

Issue

Number

Sex

Classification
(Public or
Private)

Controversial
Speakers on
Campus

6(22.2%)

Women’
Rights

1( 3.7%)

Join League
of
Women Voters

1( 3.7%)

Oppose City’s
Tax Policy

1( 3.7%)

Affirmative
Action and
Equal Opportunity

2( 7.4%)

Full Employment

1( 3.7%)

Join A National Organization

Affiliation
(Sectarian

Type

or SeciiLar)

M.

4

F.

2

Pub. 3
Pvt. 3

Sect. 3
Sec.
3

2-yr. 1
4-yr. 4
Univ. 1

F.

1

Pvt.

1

Sect. 1

4-yr. 1

1

Pvt. 1

Sect. 1

2-yr. 1

M.

1

Pvt.

1

Sec.

1

Univ. 1

M.

2

Pub. 1
Pvt. 1

Sec.

2

4-yr.

M. 1

Pvt. 1

Sec.

1

4-yr. 1

1( 3.7%)

M. 1

Pvt.

1

Sec.

1

4-yr. 1

Loyalty Oath

2( 7.4%)

M.

2

Pub. 1
Pvt. 1

Sec.

2

2-yr. 1
4-yr. 1

Governor’s
Reorganization Plan

3(11.1%)

M.

3

Pub. 3

Sec.

3

2-yr. 1
Univ. 1
4-yr. 1

F.

2
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Six of these issues— speakers tax
policy, affirmative
,
action, equal opportunity, loyalty oath,
women’s rights, and reorgani-

zation-have

a sharp educational focus.

Two-League of Women Voters

and joining a national organization—
are essentially political in
nature.

Full employment is a national economic
issue.

There is

a possibility that these ten issues are
relatively "safe," not so

controversial that stands would cause the respective
president to
be placed under strong pressure to remain silent.

Actions Contrary to Law

If a president is going to take a stand, one
of the supple-

mentary pieces of information developed was an examination
of an
extreme which the president might be willing to pursue.

Each presi-

dent was asked if he would take an action that violated the law
of
the land.

Table 11 tabulates those responses.
The large majority

not act contrary to the law.
would.

— 88.9

percent— of the presidents would

Only three

— 11.1

percent— said they

President Ward of Amherst is the only one of the three who put

words into action.

The other two presidents said they would take this

action if they felt it were necessary

— the

only way remaining to demon-

strate their private conscience.
Those who did not believe they would break the law offered
the following reasons:

(1) it was not their style;

childish, immature, not the act of an adult;

(3)

(2)

such an act is

no citizen has the
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TABLE 11

ACT CONTRARY TO THE LAW OF THE LAND

Response

Yes

Probably
Not

No

Totals

Sex

M.

M.

3

2

F.
4
M. 18

27

Classification

(11.1%)

(

7.4%)

(14.8%)
(66.6%)

(100%)

Affiliation

Type

Pub.
Pvt.

Sect.
Sec.

1

2

2

2-yr.
4-yr.
Univ.

1
1
1

Pvt.

2

Sec.

2

4-yr.

2

1

Pub.
8
Pvt. 14

Sect.
6
Sec.
16

2-yr.
7
4-yr. 13
Univ.
2

27

27

27
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right to break the law;
(4) no »an In a responsible
position of pub
or private trust has the
right to go to this extreaie.
The most provocative answer
was given by the president of
a
private. four-year, prestigious,
women's college:

Breaking the law is unique. To do
so requires soul searching
one does it, he owes to all
constituencies an explanation
ut I refuse to use the weapons
of the powerless.
It may not
g ve me much satisfaction but I believe in
using the weapons
^
letter to Capitol Hill or bLcon
1 are my weapons.
My Board is a weapon. My capital
stock
s a weapon of the political
man of power.
I will use these
and only these.

’

Summary

Once the twenty-seven presidents were
asked to reveal inf or-

matlon concerning their feelings on the nine
social Issues used In the
protocol, the following findings resulted:
1.

Eight presidents

— 29.6

percent

— have

not been faced with

making a decision on any of these issues.
dents
2*

— 70.4

percent

Nineteen presi-

— have.

Partisan politics and the issue of the war attracted the
most concern.

Second in frequency of choice were participa—

tioa in demonstrations, consideration of the ethical nature
of the institution's investment policy, and abortion.

Busing, amnesty, unjust laws, and marijuana ranked last

in presidential attention.
3.

Seven presidents

— 25.9

political partisanship.

percent

—would

engage in acts of

—
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4.

Seven presldents-25 .9 percent-would
take some public action
to register concern over the war.

5.

Four presidents— 14.8 percent-would participate
In demonstrations; four would take some action on institutional
invest-

ment policy; and five

— 18.5

percent

— would

speak out on the

abortion issue.
6.

— 7.4

Two presidents

percent

two on amnesty; three

—would

— 11.1

percent

act on the busing issue;

— on

unjust laws; and

two on the marijuana problem.

Feelings and perceptions, however, have to be put to the
test.

The following data was revealed when presidents were asked
to

specify any actions they had taken on the social issues discussed;
1.

— 70.4

Of the twenty-seven presidents, nineteen

percent— have

taken action of some sort.
2.

Partisan politics .

One man

— 3,7

percent

office in the town in which he resides.

— sought
Two

political

— 7.4

wrote letters in support of a political candidate.
refused.

Four

— 14.8

percent

— supported

percent
One

candidates with

bumper stickers and lawn signs on their private property.
Two

— 7.4

percent

— refused

to employ lawn signs because their

homes were college property.

modest sums to a candidate.

dorsing letters; one refused.

— 3.7 percent — contributed
Three— 11.1 percent — wrote enOne

In each of these instances,

the act was explained as a right of citizenship.

1
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3.

Vietnam War .

Three public presidents— 11

.

percent— refused

to sanction the closing of their
institutions citing con-

tractual obligations.

Three private presidents upheld the

same action on the basis of freedom of
open discussion.
One public president sent a letter to President
Johnson;
one refused.

One public president sent a telegram to

President Nixon; two others refused.

One president sent a

letter to her congressional delegation.

President Nixon.
the bombing.
4.

Abortion.

Two sent letters to

Three refused to sign petitions to halt

One sent a letter to Secretary Kissinger.

Five—18.5 percent-sectarian presidents spoke

out against abortion as a matter of personal belief.
5*

Inves tment policy .

Two presidents

— 7.4

percent

— used

mem-

bers of their respective Boards to act on investment con-

siderations .
6.

Demonstrations
participate.

Four presidents— 14.8 percent— refused to

.

One president did.

Additional issues were cited by some presidents on which
they had taken action.
1.

— 22.2

Six

Those findings are as follows;

percent

— had

speakers on campus.

faced the problem of controversial

Each supported the right of the insti-

tution to have the person speak.
2.

One president

— 3.7

Rights Movement.
Voters.

percent

—was

involved in the Women’s

The same one joined the League of Women

Another opposed the City’s tax policy.

spoke out on the full employment problem.

Another
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3.

Two presidents— 7.4 percent—
were deeply involved in the

loyalty oath situation in Massachusetts.
4.

Three presldents-11. 1 percent-were
concerned with the

Governor's Reorganization Plan.

Two opposed It; one be-

lieved he should not oppose it.
The final finding involved presidential
action in

vxolation of the law.

Three presidents— 18.5 percent— believed
they

would act contrary to it.

One did.

Twenty- four— 81.5 percent-ob-

served that they would not violate the law.
On the basis of these findings, a broad
picture emerges.

Those issues that occasioned the most response were
the war, politics,

controversial speakers on campus, and abortion.
quently given for refusal to act were;

The reasons most fre-

it would bring harm to the

college, the president did not know the facts, and it
would jeopardize

donor support.

The reason most frequently given for taking action

was exercising the right of a private citizen.

A somewhat less fre-

quent response referred to was the small impact that any action

would have on the Federal authority.
To think and to act is part of the presidential calculus.

That process is conditioned by expectations of gains and losses, the

subject of the next chapter.

ANALYSIS OF THE

CHAPTER VI
DATA— THE PRESIDENTIAL

DECISION CALCULUS

A president doesn't engage in cold calculations.
Normally,
there isn t time. A president is paid to have
judgment, not

just rationality. He's got to let his guts weigh
the issues.
He has to go all the way to decide.
I have to think of my
constituencies versus my feelings. I have to judge the
my job on the line.
If my usefulness is no longer high, then
I should go.
If I make a mistake, then I'm in jeopardy.
I
call this learning institutionally.

These words by the president of a prestigious, four-year,
P^iv^be, women

s

college highlight the decision calculus which a

president undergoes.

Presidential decision making is influenced

by a number of factors:

first, the reference groups which have

the power to reward or punish his behavior.

influence do they have?

Who are they, and what

Second, there exists a singular group within

that larger conglomerate of constituencies that probably wields the

greatest influence over presidential behavior

— The

Board of Trustees.

How does a president act on a social issue when these men and women
of the Board are, in the corporate sense of the term, his "boss?"

Third, leadership is expected of the president, especially by the faculty.

Does the president visualize a social posture as a means of

institutional leadership?

Fourth, a presidential stand may inhibit

free and open debate on campus.

Is this a serious consideration?

These four segments of his decision calculus are the subject of this
chapter.
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Reference Groups

To gain or to lose requires a source of
evaluation

groups

havior.

— reference

that has the power to evaluate and sanction
presidential be-

The constituencies or reference groups that
sanction and

pressure the president are many.

The following reference groups were

cited by the twenty-seven presidents;

trustees, the public, legisla-

tors, faculty, students, parents, alumni, donors, presidential
col-

leagues, the city or town, and the Bishop.

Table 12 tabulates presi-

dential selection of reference groups.
Trus tees— — 92 . 5 percent— —and donors— —85.1 percent— —were the
two reference groups that most concerned the presidents.

the concern of 51.8 percent of those interviewed.

sidered by almost thirty~29. 6— percent.

Parents were

Faculty were con-

Legislators (25.9 percent),

students (25.9 percent), and the local political environment (22.2 percent) received attention of one-quarter of the institutional heads.

Alumni (14.8 percent), the public (7.4 percent), presidential colleagues (3.7 percent), and the Bishop (3.7 percent) received only

brief consideration.

This aggregation, however, does not offer in-

sight into the preferential order of choice.

Table 13 provides a

tabulation of that preference.
Trustees are the most significant reference group to a major-

— 71.4 percent — of the presidents. Donors follow as the principal — 50 percent — second choice. The remaining preference through
ity

sixth choice is not as clear, although trustees, donors, and parents
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TABLE 12

REFERENCE GROUPS IN TERMS OF THEIR IMPORTANCE

Rank Order of
Reference Group

Number of Times
Chosen

Number of
Respondents

Trustees

25

(92.5%)

27

Donors

23 (85.1%)

27

Parents

14 (51.8%)

27

Faculty

8

(29.6%)

27

Legislators

7

(25.9%)

27

Students

7

(25.9%)

27

City or Town

6

(22.2%)

27

Alumni

4

(14.8%)

27

Public

2

(

7.4%)

27

Presidential Colleagues

1

(

3.7%)

27

Bishop

1

(

3.7%)

27
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TABLE 13

ORDER OF REFERENCE GROUP PREFERENCE

Reference
Group

First
Choice

Trustees

Second
Choice

20

Third
Choice

Fourth
Choice

Fifth
Choice

Sixth
Choice

Total

4

1

25

6

3

23

5

2

2

2

1

2

1

5

2

Students

1

1

3

City or Town

1

3

2

Alumni

1

3

4

Public

1

1

2

Donors

2

Parents

5

Faculty

1

Legislators

12

Colleagues

1

1

1

28

24

7

6

1

1

^

8
7

1

Bishop

Totals

14

1

26

14

4

2

.
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received high consideration.

gams

Presidents, then, in their assessment of

or losses, are most likely to measure
them in terms of how they

affect the expectations of, principally, trustees
and donors, with
parents as a secondary concern.

A comparison of choice by type of institution is
valuable
at this juncture.

Table 14 gives that tabulation.

Again, trustees

are the chief concern of two-year community and private
college

presidents.

Parents, however, are the first "worry" of sectarian

presidents.

Faculty rated the highest with community college presi-

dents.

They were of no interest to two-year, private college presi-

dents, and of only secondary interest to sectarian officials.

Students

were of no concern to any of the two-year college presidents.

Legis-

lators, alumni, and the public were second or third choices in all

instances
The pattern of preference for four-year colleges has some

similarities.

That pattern is shown in Table 15.

When one examines

each group with reference to the number of times chosen, the following

observations may be made.
on fifteen

— 93.7

percent

Trustees exerted the strongest influence

— of

the sixteen four-year college presidents.

Parents and alumni exercised an equal pull as the second strongest in-

fluence on eleven presidents
of nine

— 56.2

percent

— of

the concern of six persons

groups

— legislators,

zens, and the bishop

— 61.2

percent.

Donors were the concern

the institutional heads; faculty and students

— 37.5

percent.

The remaining reference

presidential colleagues, the public, local citi-

— received

less attention.

1
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An examination of the comparative choices reveals
further
data.

Sectarian presidents are less influenced by the trustees
than

other presidents are.

They are as influenced by parents as trustees.

Alumni exerted an equal pull as second preference for all but the

public presidents whose second choice was, expectedly, the legislative
group.

Faculty and students were of less concern to all presidents

than might be expected.

The faculty were the second choice of only

one non-prestigious president and third choice of one public

president.

Students received consideration from only one public

president as third choice.

Although both groups were cited as fourth,

fifth, and sixth choices, they still exerted less attention than

parents and alumni.

Table 16 examines the choices made by university

presidents.

Missing from this tabulation is the response of the president
of the sectarian university.

He assiduously avoided identification of

any particular reference group.
of the academic community.

All were important to him as members

In analyzing his concept of gains and

losses, he commented;
It is not my function to vanquish the opposition in order to move
My job is to unify opposites, to create a synthesis.
forward.
I'm open.
I don't need personally to have winners and losers.
Isn't that what a diplomat is. It used
True, I'm a tactician.
That has gone
to be that scholars of repute only were presidents.
from scholar to fund raiser to diplomat. How long that will last
My function is to get conflicting forces to work
I don't know.
The urgency of whether or not to act in disobedience
together.
of something, of some code, is less urgent to me than perhaps to
others. I'm trying to create a synthesis. Synthesis is, then,
It's noted for
It's probably never the same twice.
a process.

its instability and shifting constituencies.
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TABLE 16

REFERENCE GROUP PREFERENCES, UNIVERSITY PRESIDENTS;
PUBLIC, PRIVATE, AND SECTARIAN

—

.

——
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The Board of Trustees

Because the Board of Trustees is in the position to
sanction

presidential actions and because it looms so significantly in
the
choices of the presidents, additional information was incidentally

obtained on the relationship between the presidents and their "bosses."
Each president was asked the following three questions!

Would you seek

ptior approval of the Board for an action you contenplate taking on
a social issue?

approval?

issue?

Would you take this action without the Board's

Would you resign in order to take this stand on a social

Table 17 tabulates those responses.
Seek approval .

percent

— would

Thirteen of the twenty-seven presidents

not seek approval from the Board before taking a stand

on a social issue when they felt such a stand was necessary.

percent

— would

— 48.1

— would inform
not be "surprised." Three — 11.1 percent
that approval.
Three— 11.1 percent

consult the trustees.

the Board so that they would

replied that they would seek

— 7.4

— 22.2

Six

Two

percent

presidents avoided answering the question on the ground that it was
too hypothetical.

Public community college presidents seem more

strongly inclined to act independently of the Board than others; however, the limited sample does not permit generalization to a larger

group

Act without approval

executives

— 40.7

percent

.

—would

Eleven of the twenty-seven chief
act without approval of the Board if

they felt such action was necessary.

Twelve presidents

— 44.4

percent

avoided answering the question and, correspondingly, confronting the
process of conflict resolution required by the question.

Eight of

1
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these twelve presidents— 66 .6 percent— replied that the
situation would

never go to that extreme.

confrontation.

Prudence on their part would avoid a direct

Four presidents

— 14,8

percent

— flatly

would not act without approval by the Board.

said that they

The presidents of private,

four-year, prestigious colleges seem more inclined to act without

approval than other types of institutions.

Resignation .

Twenty presidents

— 74

percent

— affirmed

that

they would resign in order to take an action of which the Board dis-

approved.

Four

— 14.8

percent

— avoided

basis that it was too hypothetical.

answering the question on the

One president

maybe; another, probably; and a third, no.

cent

— suggested

— 3.7

percent

Five presidents

that resignation might not be required.

— replied

— 18.5

per-

A leave of

absence could be sought and action taken during this period of official

disassociation with the college.

The presidents of four-year state

colleges and four-year sectarian colleges all agreed that they would
resign.

Three of the four-year private prestigious presidents took

the same position.

The presidents of community colleges seemed the

most divided on the problem posed by the question.
Act of Institutional Leadership

A decision to take a stand on a social issue may be caused
by a desire to perform a leadership act in order to preserve the campus
from violent upheaval and physical damage, rather than as a statement
of private conscience.

Preservation of campus property and academic
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persons may be, therefore, a gain so desirable
that a president may
feel required to act not as a person but president.

the two roles.

He may even join

The president of a two-year, private, girl's
college

used President Brewster of Yale to illustrate his
conception of this
type of leadership act.

There may be on a particular campus as a particular time a
consensus in favor of a particular point of view. Then, under
those circumstances, one should follow it, not lead it, in
order to solidify it. Let's use Yale for example. There was
danger of open revolt, violence, and destruction. Columbia had
it.
Yale had none. Yet, Brewster was severely criticized. He
got on the peace wagon while the country was still hearing war
drums. Yale suffered not a dime's worth of damage. The Yale
Magazine carried articles on just this point. Maybe Grayson
Kitk at Columbia should have done this although I can't conceive
of his ever doing such a thing.
The threat of physical damage
was enough to prod Brewster into assessing consequences. As
long as his act was not illegal or immoral, then he could take
it and should take it.
Each president was asked the following additional question:

Would you take a stand as an act of institutional leadership?

Table 18

shows those results.

Twenty- two of the presidents

— 81.4

percent

— declared

that

they would not take a stand as an institutional act of leadership.

Four

— 14.8

might.

percent

— said

they would.

I

— 3.7

percent

— thought

he

The presidents of four-year state colleges seemed the most

responsive to the question.
"If

One

One put his position quite succinctly:

thought violent discord was probable, sure I'd call the whole

thing off.

I'd get people the hell out of here if

I

had to.

I'd

do what ever I needed to so or say or write whatever I needed to

and explain later."
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TABLE 18

PRESIDENTIAL STAND AS AN ACT OF INSTITUTIONAL LEADERSHIP

Type of Institution

Number

Yes

Maybe

No

Community College

4

2-Year, Sectarian

2

2

2-Year, Secular

2

2

4-Year, State

4

4-Year, Sectarian

4

4-Year, Prestigious

4

4-Year, Non-Prestigious

4

University

3

Totals

27

1

3

2

2
1

3
4

1

3
3

4(14.8%)

1(3.7%)

22(81.4%)

;
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A president who did take a strong position
on a social issue
and who also answered

’’no” to

the question— described that act as

follows

There is some 'presidential calculation' which
helps to govern
the timing of actions of the president of the
college.
In
this particular incident period of thirty-six hours,
there was
the immediacy of the bombing of Vietnam and the
mining of
Haiphong Harbor; therefore, this was the prudent time
for some
action to be taken. It appeared to me that the passion
of the
students might be turned against the college itself.
This same
type of passion would be, in part, a duplicate of the
passion
being exemplified in foreign affairs by the bombing and
the
mining.
Therefore, I did not want the students to engage in the
same type of irrational behavior that was exemplified in those
two acts of foreign policy.
So I acted.

am not, therefore, the best judge of whether my act in response
to this passion was a leadership act, a necessary thing to

I

retain my authority relative to faculty and students. I
recognize the human capacity to rationalize, to make highminded the motives involved, but I feel I did not consciously
act on the basis of that possibility.
I regard this period of
thirty-six hours as a period of great strain. I felt that if
I had asked others, and had taught others, to make a stand, I
must also make a stand.
I felt that I must be counted as a
significant person in that setting.
Inhibit Debate

Some faculties and students see their president as the pace-

setter for views that they should agree with, offer lipservice to, or
are silent about.

Other institutions are obviously not at all inhibited

by the views of the leadership figure.

president can inhibit debate on his
to the institution.

Nevertheless, a stand by the

caii5)us

and cause a loss of freedom

Each president was asked this question.

If

you

take a stand on a social issue, will it inhibit academic debate on

your campus?

Table 19 tabulates those results.
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TABLE 19

PRESIDENTIAL STAND AND ACADEMIC DEBATE

Type of Institution

Number

Community Colleges

4

2-Year, Sectarian

2

Yes

3

2

2

4-Year, State

4

3

4-Year, Sectarian

4

4-Year, Prestigious

4

4-Year, Non-Prestigious

4

University

3

%

27

100

Maybe

No

1

2

2-Year, Secular

Totals

Probably

1
1

1

2

4
1

2

1
3

9

39.3

4

14.8

3

11.1

11
40.7
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Nine presidents

— 33.3

percent

free and open debate on the campus.
14.8 percent

— individuals

— believe

that their act inhibits

If we add to that number the four

who think that it "probably" and "maybe"

then 48.1 percent of the presidents believe that faculty and

students would feel constrained in their academic pursuits by such an
act.

One president summed up this view as follows:
My taking a stand would strongly help to silence other opinions.
Ify faculty is conservative and they would pay heed to what I
said and did.
They would be decidedly cautious in expressing
contrary opinions. The students woxild be derivatively affected.
I feel I have to maintain a low profile to avoid the closure
of academic debate.

Eleven of the presidents

academic debate.

percent

— saw

"A stand of

Indeed, it might just have the opposite

The Senate might have quite a time with it.

enhance debate.

no impact on

One put his feelings quite strongly.

mine would not cut off debate.
effect.

— 40.7

It would probably

If there’s anything that encourages academic freedom,

it’s the views of the president."

Gains and Losses

Gains and losses mean calculation of the possible effects of
the presidential deed.

It may be made as a deliberate part of a larger

strategy or forced on the president after the fact.

Before an

examination is made of those dimensions, it is necessary to recall that
trustees, donors, and parents were the reference groups most frequently

cited by all presidents, (Table 12).

Action assessment, therefore,

will most likely be made relative to these three groups.

—
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A four-year, prestigious president
who acted stated:
empxrxcal sense,

were losses.

I

can not measure gains and losses
but

They were as follows:

(1)

(3)

am sure there

a sense of uneasiness by

trustees, parents, and some friends of mine;
gxvxng;

I

"In an

(2)

a decrease in annual

an alienation of some segments of
the alumni body

One of the gains was a better relationship
with the trustees that might
not have been achieved in any other way.

would have happened.
acted as

I

Beyond that,

I

I

did count as a private person.

had always preached for others to act.

posxtxon to stand in the way of conscience.
I

did not expect that this

did the right thing.

I

I

I

did not allow a

Certainly,

I

agonized, but

helped to reduce the passion on campus.

I

even have had an impact on policy makers."

i^iisht

This president received a large number of letters in response
to the public deed he chose to perform.

The nature of those letters,

the breakdown of the constituencies they represented, and his analysis

of their significance is worth quoting in its entirety.

These remarks

have the additional feature that they are unique for this is the only

one to have acted so blatantly that he caused the following reference
group reactions.

had my staff analyze some of the hostile responses. Those
responses fell into three categories. First, old people
those who attended (here) through the 'thirties.
The general
nature of their letters said: "Do what you want to do and be
yourself.
Don't listen to others. Don't lose heart. God bless
you.
Despite the critical tone of some of these letters, the
general theme still remained the same. We might not agree with
you, but bless you.
Say what you must, and we support your
right to say it.
I

'

s

. ,
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^tegory two was the younger people, recent
graduates of
They were

the

60'
essentially political in nature because
of the nature
of the time when they went to school
(here).
These people were
generally supportive of my behavior.

Category number three was my generation— those
coming after World
War II and through the 'fifties. This group
was hostile, almost
unanimously. They felt, it seems to me, as if
they were living
in a world where their children were about
to go to college.
The
parents are afraid that they are losing control over
the lives of
their progeny when they go off to college.
Therefore, when an
authoritarian figure such as the president (does what
I did)
the question arises in the minds of these people
of how I can
trust my kids to him.
Those letters were four to one in support of what I did.
Of
those in the 4:1 category, they were heavily peopled
with
graduates of the last ten years. I received a 2:1 favorable
response from those alumni.

Occasionally, I received support from other academicians. The
letters, however, from academicians came from Vice Presidents
and Chancellors. I received no single letter from a single
college president supporting my position. No conDment was made
to me about what I had done by any president in (this area)
From your point of view it might not be unusual, but from my
point of view, it was 'bitchy.' I meet with those presidents
once a month, and not one man mentioned in a single instance
what I had done.
The attitude of presidents of public colleges and universities is somewhat similar but has a different focus.

A public presi-

dent described his way of making that calculus.

The first people that would react to me will be the triistees
and the legislature.
If I took a stand on a social issue, I
would undoubtedly enter into a collision course with them;
therefore, they would be the first to chastise me. On the other
hand, I could make myself popular with students and faculty for
taking just that stand.
So my gains would be registered in
their eyes.

more appropriate bases of reward are trustees and the
legislature which I generally seek positive reward from for
I receive negative returns
the sake of the institution.
from students and faculty. Therefore, my gains and losses,
due to my middler position, are not registered, or calculated,
or rung up on an adding machine in an individual sense but in
the sense of what they can bring to my institution.
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me

president of a prestigious,
four-year college added a

final, moral tone to the
concept of gains and losses.

He said:

"My

constituencies are two groups, the
closer and the permanent:
alumni
and students on the one hand;
faculty and trustees on the
other.
More
moral damage can be done to the
students than to the faculty.

The

students tend to look to me to set the
moral tone, the right style,
the proper Judgment. Their trust
is a terribly precious thing.
But
in terms of decision making,

I

put no one ahead of the other.

They

all count into the picture of what
I've said before; that I'm
the president of the total institution."

Summary

In order to make a decision concerning
the wisdom of an

act on a social issue, the president must
consider the expectations
of the reference groups that sanction his behavior.

groups are as follows:

Those reference

trustees, the public, legislators, faculty,

students, parents, alumni, donors, presidential colleagues,
city
or town, and the Bishop.
In assessing the relative strengths of these groups, the

following findings on rank order of reference groups resulted:
la

Trustees were cited by 92.5 percent of the presidents.
Donors were a close second influence with 85.1 percent
recognition.

2

.

Parents were a rather distinct third choice, the concern
of 51.8 percent of the presidents.

.
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3.

Four groups followed at reasonably close
intervals:
faculty, 29.6 percent; legislators and
students each at

25.9 percent; and the local political environment
at
22.2 percent.
4.

Alumni concerned only 14.8 percent of the
presidents.

5.

The public as a large, general group influenced
only
7.4 percent of the sample.

Presidential colleagues and the Bishop were of little
import, each influencing only 3.7 percent of all the

presidents.

When each president was asked to rank the reference groups
relative to the influence they had on his behavior, the following
data emerged:
!•

Trustees are the first influence on 71.4 percent of all

presidents
2.

Donors exert the second strongest "pull" on 50 percent of
the sample.

3.

The remaining preferences through sixth choice reveal no

consistent pattern although trustees, donors, and parents

receive strong consideration.
Institutional comparisons of reference group preference
for two-year colleges reveal the following:
1.

Trustees are the principal concern of public and private

two-year institutions.
2.

Parents are the strongest influence on sectarian institutions .

162

3.

Faculty receive the highest attention
at the public college.

4.

Students are of concern to no two-year college
president.

5.

Legislators, alumni, and the public are the
second choice
nil institutions in this category.

When the same reference group ranking is made
for the fouryear institutions , the following findings result.
1.

Trustees are the first consideration of fifteen
cent

2.

— out

— 93.7

per-

of sixteen institutions.

Parents and alumni are the second choice of 61.2 percent

eleven institutions

— of

the presidents.

3.

Donors influence nine of sixteen presidents, 57.2 percent.

4.

Faculty and students rank below those cited, influencing

six

— 37.5

percent

— of

the presidents.

Because the Board of Trustees looms as a significant factor
it is important to try to measure its impact.

emerged as a result of Questions
!•

Seek approval .

6,

and

7,

The following data

8.

Thirteen presidents

— 48.1

seek approval before taking a stand; six~22.2

consult the Board; two

— 7.4

percent

—would not
percent — would

percent

—would

inform it in order

— 11.1 percent—would seek
percent — avoided the question.

to eliminate "surprise;" three

approval, and three

— 11.1

Public, community college presidents seem more strongly in-

clined to act independently of the Board than others.
2.

Act without approval .

Eleven

— 40.7

— 44.4 percent — avoided the
group — 66.6 percent — replied that
twelve

percent

—would

do so;

question but eight of this
it would never go to that

—

.
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extreme; and four
approval.

14.8 percent

—would

not act without

The presidents of private, four-year,
prestigious,

institutions seem more inclined to act without
approval than
others
3.

Resignation.

Twenty

— 74

percent

— would

resign in order to

take action of which the Board disapproved.
cent

Four

— 14.8

avoided the question as being too hypothetical.

3.7 percent

— answered

one, "no."

perOne

"maybe;" another, "probably;" and

Five~18.5 percent-suggested that resignation

would not be required.
1^^

response to the idea that a stand migiht be required as

— 81.4
Four — 14.8

an act of institutional leadership, twenty— two

would not take a stand for this purpose.
affirmatively and one

— 3.7

percent

— said

— said they
percent — replied

percent

he might.

On the question that a stand by the president might inhibit

an equal

jectured

— 33.3

— thought it would;
number thought it "probably" would. Three— 11.1 percent — conthat it "might" while 11 — 40.7 percent — did not believe it

the exercise of academic freedom, nine

percent

would have any in^jact.
As one re-examines these findings, a general picture emerges.

Reference groups sanction and reward presidential acts.

Trustees,

donors, and parents are of more concern to presidents than any other
groups.

Presidents visualize these constituencies as bringing the most

pressure to bear on their official and personal acts.

Although the

pattern of preferences between types of institutions vary, trustees
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remain, quite expectedly, the principal
reference group for all presi-

dents .
In transacting with the Board, almost
half of the presidents

would not seek their approval before taking
a public stand on the
social issues under consideration.
approval.

Eleven would act even without

Equally as significant, however, is the fact
that twelve

presidents avoided facing squarely the issue of whether
they would act

without this approbation.

The majority of presidents affirmed they

would resign in order to take an action of which the Board
disapproved.
Gains and losses shift according to time and institution.

A stand may be seen by the internal constituencies as an
act of
academic leadership whereas the president's acting out this
stand may
be doing it to reduce passions on the campus.

The same stand may in-

hibit the exercise of free and open academic debate of the pro's and
con's of the issue involved.
ness,

'

A stand may create a "sense of uneasi-

"an alienation," or loss of donor support.

It may gain for

the president, a better relationship with his trustees, an increased

sense of personal worth, an impact on federal policy makers, an in-

creased popularity with internal constituencies, or an increase in the
flow of institutional resources.
do nothing is also a stand

— he

But no matter what he does

— and

to

"pays" or is rewarded.

This data on the presidential calculus can now be combined

with that on role conflict and issues and actions to make a coherent
summary, and to prognosticate future research.
of the next, and final, chapter.

This is the subject

CHAPTER VII
SUMMARY AND CONCLUSIONS

Summary

The purpose of this investigation was to examine
the extent
to which presidents of institutions of higher
education feel that a

conflict exists between their respective roles as president
and as

private citizen.

Other related areas to be examined were as follows:

the relation of the president's family to possible role conflict,
the kinds of social issues that may generate role conflict, the

Dissident

s

perceptions of the relationship between role conflict

and specific groups, the gains and losses incurred by presidential
actions, and the primacy of one role over the other.

The assump-

tion behind this purpose postulates that a conflict exists between
the two roles of citizen and symbol

— an

assumption that is justi-

fied in the role behavior literature.
To accomplish this investigation, data was sought through

answers to five primary questions:
1.

Each college president was asked to state positively or

negatively whether a conflict exists between his role as
a president and his role as a private citizen.
2.

Each president was asked to identify the constituencies

with whom the conflict existed

— trustees,

donors, faculty,

students, parents, alumni, or other groups.
165
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3.

Each was asked to indicate the social
issue on which he

would take a stand:

partisan politics, busing, participation

xn a public demonstration, war,
institutional investment
policy, unjust law, amnesty, abortion,
and marijuana.
4.

Each president was asked to indicate the
social issues on

which he has taken a stand and to identify
the gains or
losses that resulted from this action.
5.

Each was also asked to identify the reference
group from

which he received the most pressure to conform and
the one
from which he received the most support for his actions.
The sample for this study consisted of the presidents of

approximately one hundred colleges and universities in the Commonwealth.

Twenty-seven of this number were interviewed in depth.

The

interview protocol was pre-tested with the presidents of three in—
stitutions outside of Massachusetts.
the end of each interview.

Data obtained was transcribed at

An independent rater thoroughly acquainted

with the purpose of the research, examined each interview and evaluated
all conclusions.

To help to avoid interpretational bias by the

researcher, each interview was evaluated by the researcher and rater

independently and conclusions were compared.
The data was analyzed in terms of the following questions:
1.

Is there a conflict between the role as president and

the role as private citizen?
a.

What is the nature of that conflict?

b.

With what constituencies does it exist?
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2.

c.

Over what social issues does it exist?

d.

Are unique problems created with the Board
of Trustees?

e.

What gains and losses are experienced in dealing
with
constituencies ?

f.

Does involvement extend to the president's family?

How do these answers compare by

t 5rpe

of institution?

a.

Secular compared with sectarian.

b.

Private compared with public.

c.

Two-year compared with four-year.

d.

Four-year compared with university.

As a result of pretesting the interview protocol and the sug-

gestions emanating from the first interview with President Ward, sup-

plementary data in the nature of presidential behavior was revealed.
Therefore, the following eight questions were asked of each president:
1.

Are you always the president of your institution?

2.

Is your family also involved in your role as president?

3.

Would you take an action that violates the law?

4.

Would you seek prior approval of the Board of Trustees for
an action that you contemplate on a social issue?

5.

Would you take this action without the Board's approval?

6.

Would you resign in order to take a stand on a social issue?

7.

Would you take a stand as an act of institutional leadership?

8.

If you took a stand on a social issue, will it inhibit

academic debate on your

caii5)us?

——
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In the pre-test and the interview with President Ward, an-

ciXlary data on the nature of the college presidency was revealed.
Person, position, and power are elements of concern to all presidents.
To examine the nature of the presidency as the environment in which

role conflict exists, the following four questions were also asked:
1.

Why did you become a college president?

2.

As a president, do you have power?

3.

How would you describe your leadership style?

4.

Is moral leadership part of the president’s task?

While answering these questions, presidents revealed, in a limited
way, some of the values that influenced their actions.

Findings

Although each chapter has summarized the findings on the data
analyzed in it, it is useful, however, to recapitulate these prior to
drawing sober conclusions from them.
Role conflict .

In ascertaining presidential perceptions on

the existence of the interrole conflict under examination, the follow-

ing findings resulted:
1.

Seventeen presidents
interrole conflict;

— 63 percent of the sample— affirmed
ten— 37 percent — did not believe it

existed.
2.

Of the seventeen presidents who affirmed its existence, ten
37 percent

—^were

heads of private institutions; seven

— 25.9

— were public presidents. Further, thirteen— 48.1
percent — headed secular institutions; four — 14.8 percent

percent

———
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percent— represented sectarian colleges and
universities.
3.

Of the ten presidents responding in the
negative, five

18.5 percent

were from sectarian institutions; two

— 7.4

percent— from four-year state colleges; two— 7.4 percent—
from four-year, private, non-prestigious colleges;
and one
3.7 percent

— from

a four-year, private, prestigious, men's

college.
4.

Seven presidents— 77.

7

percent— of the public institutions

affirmed its existence; two
5.

Nine

50 percent

— of

— 22.3

percent— did not.

the presidents of private institutions

perceived the conflict was real; nine
offering three reasons;

— 50

percent

— disagreed

practical or managerial, behavioral,

and religious.
6.

— 75
percent — of
Fifteen

present.
five

percent

— of

the secular presidents and two

— 28.6

the sectarian presidents agreed the conflict was

Five

— 71.4

— 25

percent

percent

— of

— of

the secular presidents and

the sectarian presidents asserted to

contrary.
7.

The type of institution
and sex of the student

— two-year, four-year, and university
body — coeducational, men, and women

had no significant effect on the responses.
8.

Although some presidents postulated that a time in office of
less than four years

— the

so-called, "honeymoon" period

— would

facilitate taking a stand on a social issue, the data refute
this proposition.

Of those fifteen presidents

— 55.5

percent

—
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— 66.6
five — 33.3

in office less than four years, ten
the existence of the conflict;

— affirmed
percent — did not.

percent

When compared with the total sample of twenty-seven presidents, ten

— 37

percent

— replied

affirmatively; five

— 18.5

percent replied negatively.
9.

Twenty- three

— 85.1

percent

— of

the sample thought that the

presidential role was primary.
felt that it probably was.

account for role primary:

Three more

— 11.3

percent

Three reasons were offered to
managerial, reference group ex-

pectations, and academic freedom.
10.

Fifteen presidents

— 55.2

percent

— felt

that their families

were also constrained in their social alternatives.
two

— 13.3

percent

not involved.

— of

Three

Only

the fifteen felt their children were

— 11.2

their families as involved.

percent
Six

— presidents

— 22,4

percent

did not see

— sectarian

presidents had no families with which to be concerned.
Issues and actions .

presidential perceptions:

Nine social issues were used to test

partisan politics, busing, civil demonstra-

tions, war, institutional investment policy, unjust laws, amnesty,

The following findings resulted when the

abortion, and marijuana.

presidents were asked to respond to those issues:
1.

Eight presidents

— 29.6

percent

— have

not been faced with

making a decision on any of these issues.
dents
2.

— 70.4

percent

Nineteen presi-

— have.

Partisan politics and the issue of the war attracted the
most concern.

Second in frequency of choice were

—
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participation in demonstrations, consideration
of the ethical
nature of the institution’s investment policy,
and abortion.
Busing, amnesty, unjust laws, and marijuana
ranked last in

presidential attention.
3.

Seven presidents

25.9 percent

—would

engage in acts of

—would

take some public action

political partisanship.
4.

Seven presidents

— 25.9

percent

to register concern over the war.
5.

Four presidents
tions

j

— 14.8

percent

—would

participate in demonstra-

four would take some action on institutional invest-

ment policy; and five

— 18.5

percent

— would

speak out on the

abortion issue.
6.

Two presidents

— 7.4

percent

two on amnesty; three

— would

— 11.1

percent

act on the busing issue;

— on

unjust laws; and

two on the marijuana problem.

Feelings and perceptions, however, have to be put to the test.
The following data was revealed when presidents were asked to specify
any actions they had taken on the social issues discussed:
1.

Of the twenty-seven presidents, nineteen

— 70.4

percent

— have

taken action of some sort.
2.

Partisan politics .

One man

— 3.7

percent

office in the town in which he resides.

— sought
Two

political

— 7.4

wrote letters in support of a political candidate.
refused.

Four

— 14.8

percent

— supported

percent
One

candidates with

bumper stickers and lawn signs on their private property.
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Two— 7.4 percent— refused

to einploy lawn signs because their

homes were college property.

modest sums to a candidate.

dorsing letters; one refused.

One— 3.7 percent— contributed
Three— 11.1 percent— wrote enIn each of these instances,

the act was explained as a right of private
citizenship.

Vietnam war.

Three public presidents

— 11.1

percent

— refused

to sanction the closing of their institutions citing
con-

tractual obligations.

Three private presidents upheld the

same action on the basis of freedom of open discussion.

One

public president sent a letter to President Johnson; one
other refused.

One public president sent a telegram to

President Nixon; two others refused.

One president sent a

letter to her congressional delegation.

President Nixon.
bombing.
4.

Abortion .

Two sent letters to

Three refused to sign petitions to halt the

One sent a letter to Secretary Kissinger.

Five

— 18.5

percent

— sectarian

presidents spoke

out against abortion as a matter of personal belief.
5.

Investment policy .

Two presidents

— 7.4

percent

— used

members

of their respective Boards to act on investment considerations.
6.

Demonstrations .
participate.

Four presidents

One president did.

— 14.8

percent

— refused

to
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Additional issues were cited by some presidents
on which
they had taken action.
1.

Six

Those findings are as follows:

22.2 percent

had faced the problem of controversial

speakers on campus.

Each supported the right of the institu-

tion to have the person speak.
2.

One president
Movement.

3.7 percent

—was

involved in the Women's Rights

The same one joined the League of Women Voters.

Another opposed the City's tax policy.
on the full employment problem.

Another spoke out

Another joined a national

political organization for good government.
3.

Two presidents

7.4 percent

— were

deeply involved in the

loyalty oath situation in Massachusetts.
4.

Three presidents

— 11.1

percent

—were

Governor's Reorganization Plan.

concerned with the

Two opposed it; one be-

lieved he should not oppose it.
The final finding involved presidential action in

violation of the law.

would act contrary to it.

One did.

— 18.5

— believed they
Twenty- four— 81.5 percent — observed

Three presidents

percent

that they would not violate the law.

Decision calculus .
vacuum.

Decision making does not occur in a

The president of an institution of higher education must be

aware of a number of reference groups whose expectations govern his behavior.

The constituencies enumerated by the presidents in this sample

confirm a common sense observation of who they are:

trustees, the

.
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public, legislators, faculty, students,
parents, alunmi, donors,

presidential colleagues, city or town, and the
Bishop.
In assessing the relative strengths of
these groups, the

following findings on rank order of reference
groups resulted;
1.

Trustees were cited by 92.5 percent of the presidents
as
the most important reference group.

Donors were a close

second choice achieving a 85.1 percent recognition.
Parents were a rather distinct third choice, the concern
of 51.8 percent of the presidents.
3.

Four groups followed at reasonably close intervals;
faculty, 29.6 percent; legislators and students each at
25.9 percent; and the local political environment at

22.2 percent.
4.

Alumni concerned only 14.8 percent of the presidents.

5.

The public as a large, general group influenced only
7.4 percent of the sample.

6.

Presidential colleagues and the Bishop were of little
import, each influencing only 3.7 percent of all the

presidents.

When each president was asked to rank the reference groups
relative to the influence they had on his behavior, the following
data emerged;
1.

Trustees are the first influence on 71.4 percent of all

presidents

— —
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2.

Donors exert the second strongest "pull"
on 50 percent of
the sample.

3.

The remaining preferences through sixth
choice reveal no

consistent pattern although trustees, donors,
and parents

receive strong consideration.

Institutional comparisons of reference group preference
for two-year colleges reveal the following:
1.

Trustees are the principal concern of public and private

two-year institutions.
2.

Parents are the strongest influence on sectarian institutions.

3.

Faculty receive the highest attention at the public college.

4.

Students are of concern to no two-year college president.

5.

Legislators, alumni, and the public are the second choice
for all institutions in this category.

When the same reference group ranking is made for the fouryear institutions , the following findings result:
1.

— 93.7

Trustees are the first consideration of fifteen
cent

2.

— out

per-

of sixteen institutions.

Parents and alumni are the second choice of 61.2 percent

eleven institutions

— of

the presidents.

3.

Donors influence nine of sixteen presidents, 56.2 percent.

4.

Faculty and students rank below those cited, influencing six
37.5 percent

— of

the presidents.

—

.

176

Because the Board of Trustees looms as a
significant factor
in the presidential calculus, it is in?)ortant
to try to measure its
xmpact.

The following data emerged as a result of
Questions 6,

7,

and 8:

Seek approval.

Thirteen presidents

— 48.1

percent

—would

not

seek approval before taking a stand; six~22.2 percent— would
consult the Board; two

7.4 percent

to eliminate "surprise;"

approval, and three

— 11.1

— would

inform it in order

three— 11.1 percent— would seek
percent

— avoided

the question.

Public, community college presidents seem more strongly in-

clined to act independently of the Board than others.
2.

Act without approval .

Eleven

— 40.7

percent

— 44.4 percent— avoided the question
group — 66.6 percent — replied that it would
extreme; and four— 14.8 percent— would not
twelve

approval.

—would

do so;

but eight of this

never go to that
act without

The presidents of private, four-year, prestigious

institutions seem more inclined to act without approval than
others
3.

Resignation .

Twenty

— 74

percent

—would

resign in order to

take action of which the Board disapproved.

Four

— 14.8

per-

— avoided the question as being too hypothetical. One
3.7 percent — answered "maybe;" another, "probably;" and
one, "no." Five— 18.5 percent — suggested that resignation
cent

would not be required.
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In response to the Idea that
a stand might be required
as

an act of Institutional leadership,
twenty-two— 81. 4 percent— said they

would not take a stand for this purpose.
affirmatively and one

— 3.7

percent

— said

Four— 14.8 percent— replied
he might.

On the question that a stand by the
president might

xnhibit the exercise of academic freedom,
nine— 33.3 percent— thought
xt would and

four— 14.8 percent— that

it "probably" would.

With these findings enumerated, it is now
possible to
draw some conclusions based upon the data they
offer.

Before these

conclusions can be stated, however, it is necessary
to re-examine the

limitations of this study juxtaposed against its strengths.

They

form the constraints against which not only the findings
but also the
conclusions may be judged.
Limitations and Strengths of This Study

There are a number of limitations to this study many of

them grounded in the "classical" problems inherent in the interview
methodology.

First, it was not possible to maintain interview con-

sistency from one president to another.

Some presidents answered Ques-

tion 1 and then immediately began to give examples of the effect of

social issues on their role playing.

Other presidents had to be

asked each probe question in order to obtain data.
interview differed.

Time for each

The median time was ninety-five minutes.

One

interview, however, ran three hours; another, four and one-half.
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All presidents are not alike, however.

Each needed to be questioned

in the manner necessary to determine reasons for
his actions on social

issues.
Second, although presidents have been interviewed from
a

— twenty-seven percent of all colleges
Massachusetts — the sample is not statistically

large number of institutions

and universities in
balanced.

It is "biased" in terms of accessibility and the research-

er's previous association with many of the presidents.

As an explora-

tory dissertation based on a limited sample, it will not be possible
to construct generalities that pertain to a large population.

Third, the objectivity of the researcher may be questioned.

Prior professional contact with many of the presidents may bias the
data.

That prior contact was necessary, however, and did help the

researcher to gain access that might not have been forthcoming

without it.
experienced.

Next, different degrees of friendship and trust were

For example. Presidents Coumiotes of American Inter-

national College and Herman of Western New England College are
friends and their remarks were exact and pointed.

Presidents Ward

of Amherst and Truman of Mt. Holyoke are more than professional

acquaintances, yet less than friends.
but probably not as blunt.

Their remarks were extensive

Presidents Knowles of Northeastern

and Monan of Boston College are professional associates whose
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remarks were much more reserved.
Fourth, this study was conducted from only
one point of
view, the president’s.

It posed to him a psychological issue
asking

for his perceptions with no attempt made to affirm
what he has actually

said or done.

It does not include the views of the other
constituen-

cies, the reference groups, whose actions bear directly
on what

actions the president may take.

To include representatives of these

groups, and to check on the president's actions, would, however,

expand the purpose of this study beyond its exploratory goal.
Fifth, this study is aimed at examining the possible

incompatible expectations arising from the citizen-symbol role.

It

therefore examines only one combination of roles in a role set.

Excluding the other multiple roles played by the president is, however,
required in order to make the researcher's task a manageable one.
Sixth, no direct attempt has been made to study the par-

ticular values and the value system of each president.

Although

certain evidence arose reflecting inferentially on that personal
value system, this is not the purpose of this study.

To perform

it would require another methodology and extend this dissertation

beyond practical limits.

Since data of this type is valuable and

should not be "lost," expecially because it does not exist in the

writings about the president, it will be placed in Appendix

E.
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Seventh, the process of recording the data
may be questioned.

A tape recorder was not used at the suggestion
of the presidents

interviewed in pretesting the instrument.

The actual interviews would

seem to indicate that this course of action was wise
because it apparently reduced potential distrust of the conversation.

This pro-

cess, however, placed a substantial burden on the researcher
to obtain

accurate statements from the presidents simultaneously
mixed with his
own perceptions of what was being said.

Since the interview was writ-

ten up from the notes taken immediately after it occurred, a careful

attempt was made to preserve accuracy and attitude.

None of these limitations is seriously debilitating.

On the

other end of the spectrum, there are certain strengths to the study
that need to be pointed out.
First, the time a president has to grant interviews of this

length and depth is seriously limited.
this nature

— even

Because of that, studies of

though this one is exploratory

— are

rarely attempted.

The in-depth nature of the interviews, therefore, lends considerable

strength to this research and provides a large quantity of data not
obtainable elsewhere.
Second, the interview protocol tested out well under

"field" conditions.
this study.

It provided the information that was sought for

Further, it was of a quality capable of being organized

into coherent categories, and of being compared on an intra- and

inter- institutional basis.
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Third, data on the nature of
the president's conception of

his position and power was forthcoolng
as a result of the protocol.

Although this data did not relate
directly to the somewhat more
narrow purpose of this exploratory

study. It does offer Insights into

the direction of future research.
as Appendix

E— Is

Further, the data itself— Included

not to be found In the existing
literature on

college presidents.

Thus the protocol provides highly
Informative

data and sets some of the direction for
future study.

Fourth, this research has a highly unique
place in the

literature on college presidents.

It adds a dimension previously

unexplored, a dimension that is not only worth
further explorationa value in itself

but also a dimension that concerns itself with
the

social consciousness and value responsiveness of
leaders of important

social institutions.
Conclusions

While the tacit assumption of the problem statement that
there is role conflict was confirmed, the extent to which that conflict
exists was found to be clearly influenced by several variables and pos-

sibly influenced by others identified in the course the study.

Within the methodological limitations and scope of this study, it is
concluded that the extent of role conflict between the two roles of citizen and symbol is a function of seven variables:

vate classification;

(2)

(1)

secular or sectarian affiliation;

impact of the obligations of the presidential office;
of the social issue involved;

reference groups;

(6)

public or pri-

(5)

(4)

(3)

the

the nature

the influence of particular

a calculation of the gains or losses achieved
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by taking a stand; and,

tional leadership.
(1)

(7)

perceptions of the requirements of
institu-

Further, it may be related to two other
variables:

time in office and (2) the exercise of
academic freedom.

variables have no impact on this type of role
conflict:

stitution— two-year
body

— men,

,

Two

type of in-

four-year, or university— and sex of the
student

women, or coeducational.
pr ivate classification

.

The majority

— 63

percent

of the college presidents interviewed believe that a
conflict exists

between their role as private citizen and as college and
university
president.

Public college and university presidents affirm its

existence more strongly than any other group.

Private college and

^^iversity presidents are equally divided in their perceptions.

Apparently they feel somewhat more free to act on some matters of
social conscience than public presidents.

Secular or sectarian affiliation

.

Sectarian presidents do

not generally affirm the existence of role conflict
it while 28.6 percent believe it exists.

react in the opposite direction.

— 71.4

percent deny

Seciilar presidents generally

Seventy-five percent affirm it

and 25 percent deny it.
Impact of obligations

— role

primacy

.

Eight-five percent of

the sample thought they were always regarded by public and press as the

president.

They believed, equally, that it was generally impossible

for public and press to separate the man

— any

man

— from

his position.

They also believed that their views would be of no import to most

people unless they were president.

What they think as persons
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is of little or no concern to anyone.

The majority of the presidents

also believe that their family's social options
are constrained

because of the presidential role.
Nature of th e social issue

.

Politics and war are the social

issues on which presidents thought they would take a
public stand if
they were to take a stand.

Participation in demonstrations, concern

over the ethical nature of investment policy, and abortion
attracted

secondary concern.

The social issues of busing, amnesty, unjust laws,

and marijuana ranked last in consideration.

As a group, sectarian

presidents seemed the most willing to take stands although their stands
are most likely to occur on issues of religious significance.

Although

there were several additional issues suggested by the presidents as

ones on which they would take stands, controversial speakers on campus,
the governor's reorganization plan, and affirmative action/equal oppor-

tunity ranked foremost among these in their consideration.

There appears to be some relationship between what presidents
think they would do and what they actually do.

took action of some sort.

Nineteen presidents

War and politics, respectively, were the

social issues on which the majority of social action was taken.

Abor-

tion and participation in public demonstration were second, equally, in

frequency.

Abortion, however, was the principal concern of sectarian

presidents and the issue that atrracted most of their attention.

Twenty-four presidents would not break the law in order to pursue
private conscience.

Three would.

One did.

—
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—

erence groups

.

The reference groups whose expectations

guide and sanction presidential behavior are trustees,
the public,

legislators, students, parents, alumni, donors, presidential
colleagues, city or town citizenry, and the Bishop.

were the prime concern of most presidents.
cent of the sample; faculty, 30 percent.

Trustees and donors

Parents influence 50 perLegislators, students, and

the city or town populace concerned 25 percent of all presidents.

Alumni, the public, presidential colleagues, and the Bishop received

only minor consideration.

Comparatively, trustees exercise the greatest influence

over community college and private, two-year college presidents.

Four-

year college presidents are influenced most by trustees and, in descending order, by parents and alumni, donors, and faculty and staff.
Sectarian, four-year presidents are less influenced by trustees.

Parents exert as much "pull" as trustees.

Because the Board of Trustees is the principal concern of
the presidents as a whole, an examination of the Board’s actual in-

fluence is important.

Thirteen presidents would not seek approval

from it before taking a stand; six would consult it; two would

inform it; three avoided the question; and three would seek it.
Community college presidents seem more strongly inclined to act

independently of the Board.
its approval.

Eleven presidents would act without

More importantly, twelve presidents deliberately

avoided answering the question.
approval.

Four would not act without its

The presidents of the four-year, prestigious colleges

are more inclined to act without approval than others.

Twenty

of the twenty-seven presidents interviewed would resign in order
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to take a stand.

Four avoided the question.

The presidents of

coimnunity colleges seemed most divided
on the question of resignation.

Gains or losses .

such a stand are varied.

The gains and losses to be achieved from

The losses identified include the following:

a sense of uneasiness, a decrease in annual
giving, and an alienation

of some segments of the collegiate constituencies.

in the following terms:

Gains are measured

better relations with the trustees, increasing

a sense of personal worth

— counting

as a private person,

— decreasing

passion on the can^jus, having some sort of impact on Federal
policy
makers, increasing one

s

popularity with the internal constituencies,

and increasing the flow of resources to the institution.
Institutional leadership

.

Twenty-two presidents would not

take a stand as an act of institutional leadership.

might so do.

Four presidents would.

One president

Four-year state college offi-

cials, although divided in their opinions, were the most responsive
to the need for an act to preserve campus tranquility.

Although the

data seem to indicate that the variable of institutional leadership
does not exert a strong "pull," it is important enough to 18.5 per-

cent of the presidents to influence their perceptions.

Therefore, it

is a variable that, given a larger sample, may exert a stronger in-

fluence.

Time in office .

Some presidents suggested that a time

in office of less than four years would facilitate taking a stand
on a social issue.

The data obtained refute this suggestion;

however, the sample used in this research is not large enough
to conclude positively that the suggestion is without merit.
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Exercise of a cademic freedom

.

Nine presidents believed

that a presidential stand would inhibit academic debate
on the campus.

Eleven thought it would not.

The data seem to suggest that academic

freedom may be a variable that affects presidential perception in this
type of role conflict.

Discussion
The presidents interviewed are strangely alike, under-

standably.

Reference groups require that they perform a managerial

task that encompasses academic erudition, financial management,

architectural duties, and maintenance chores.

Simultaneously, they

are expected to exercise a humane, interpersonal style.

There is,

because of this, an eerie bond of comraderie among presidents.
These Twenty-Seven are individuals torn between conflicting

expectations.

Faculty and students blame them if they do not increase

the flow of institutional resources.

Yet, this same faculty and

student body judge some of that money as "tainted."

The president,

simultaneously, is expected by some to be a private person of worth

willing to stand up in public to be counted; yet he must not
diminish the opportunity to raise money.

No matter what he does,

he's at the mercy of someone's complaints if not diatribe.
The Twenty-Seven are persons of power.

prestige status.

They are accorded

To lead, they play a role conditioned, in part,

by their value system and the expectations of their reference groups.
If the president gives role primacy to his presidential duties, he

is accused of "copping out," or even of being a liar.

Those who

approve of that leadership style term him tactful or circumspect.
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When the president himself considers that role, he
may find an
appropriate excuse for whatever course of action he wishes
to take.

A few of the Twenty-Seven are scholarly types, erudite
and detachedly philosophical in their choice of words.
nearly half

— are

pugnacious men who exercise close control over

their environments.

institution

s

Others

Many are organization men who visualize the

having a

Xiyd.ll

and life of its

oxiym.

A few are unknovym

men who have no personal capital of their own and who see no impact
for their institution.

approach.

But they share a common bond despite the

They are targets—visible, practical, and difficult to

miss.

Given this pressure and strain, why did the Twenty-Seven

seek the job?

They did so for a multitude of reasons, the chief ones

of which are desire to become one, training for it, being asked to
do it, service, and agreement xd.th the philosophy of the institution.

There seems to be little doubt that they are seeking, in part, power;
for twenty-four presidents agree that it "comes xd.th the job."

When

translated into action, the leadership style most frequently demon-

strated is managerial in the same sense that we think of managers
of a business organization.

Sixteen believed that moral leadership

was part of the presidential task although a strong group, eleven in
number, did not affirm this view.

Those who believe it is think that

it is achieved by behavior modelling, by the life style of the presi-

dent, by the example he sets.

—

188

Presidential values are more difficult to decipher.
attempt was made deliberately to ascertain what they were.

No

But in

the context of the interviews, certain values were identified

personal, but primarily educational.

Service was identified the most

frequently primarily because it was the principal concern of sectarian
presidents.

Truth, impartial discussion, and justice received next

consideration.

Reason, an open forum, enlightenment, understanding,

fairness, dignity of others, and personal integrity were cited al-

most as frequently with many other values mentioned once.
Presidents are becoming tired.

Many suggested a five-year

term for the president followed by a year’s sabbatical to recharge his
batteries.

Some even suggest that after that sabbatical one not

return to the presidency but teach two years before offering himself
up on the block again.

Some assert that presidents need to be

used to train other presidents; that a school be established whose
purpose is to harness the collective wisdom of ex-presidents.

Many

believe that it takes ten years of administrative preparation to
encounter successfully the chores of the office.

A few suggest that

forty-five is "the" age to step into the office for the first time.
The tired Twenty-Seven seem captured by the institutions
they head, by the image of that Institution they wish to portray to

others, by the inability of the general public to see distinctions

between roles, by the gentlemen of the fourth estate who himger
for "news," by their own desire to embroil themselves in no more
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headaches than necessary, and by the increasing tug of social

activists on and off the campus who wish the institution to be an
agent of social change.
Somewhere in the midst of this embroglio is the man or

woman at the apex, the private person who must resolve the conflicting pulls.

Many of the Twenty-Seven have done "something,"

something relatively safe and respectful about social issues.

Only

one declared himself by his action to be a "man for all seasons."

Although not beheaded, he, today, is not sure he would repeat the
act.

If he would not, then should any president?

Future Research

This research has shown the need for additional studies

on the presidential office.
1.

A number of studies are suggested:

A study of the goals and value systems of individual
colleges and universities as they relate to and mesh with
the goals and values of the president who heads them.

A

legitimate part of this study should concern itself with
the process by which an institution sets the qualifications
for, searches out, and selects its president.
2.

In-depth studies

— case

studies

— of

academic institutions

to include goals, finances, personnel, history, trends,

students, and faculty aimed primarily at examining in-

tentions against achievements.

Existing studies are

concerned with the "in" subject of examination
tion.

But colleges are far more than that.

innova-

It is the
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blend of history and survival
achievement
3.

— that

— the

actual record of

requires examination.

Not only must more presidents be interviewed
to give this

study more reliability, other academic personnel
at the same

institution must be questioned.
iiiclude students as well.

A more thorough study
Many presidents would

welcome this information.
4.

Members of the press apparently are unable to segregate

person from position.

That attitude may do much to inhibit

actions presidents might like to take.

The role of the

press on presidential behavior it a fruitful area for study.
5.

Alumni, trustees, parents, donors, and others influence

presidential behavior.

A necessary study requires an

examination of their expectations of presidential behavior.
To this researcher,

this study is of prime importance.

To

some degree, a president does this himself either intuitively
or indirectly.

Rarely is he able to gain an insight into

these expectations unless he violates them.
6.

To strengthen further this study, it would be useful to

deteraine whether a relationship exists between the motives
for seeKing and taking the job and the existence of role

conflict.
power.

In addition, we knov; that position confers

It would be useful to ascertain individual con-
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ceptions of the power of the office and its
relationship,
if any, to role conflict.

widely.

Also presidential styles vary

A more research oriented approach toward given

styles of leadership more narrowly described might
help
to determine a possible relationship between it and
the

interrole conflict imder study.
7.

Further strengthening could be achieved by exami.ning moral
leadership as a component part of the presidential task.

Behavior modelling is a tentative explanation at this
exploratory stage.

It might be strengthened as a result

of further study or discarded as superficial.
8.

Once study begins on the notion of moral leadership, it

would be useful to explore the value systems extant in
presidential philosophy and action.

It would seem

likely that these would have a rather close association

with the interrole conflict studied here.
9.

Search committees are a vital element in the presidential
picture.

The predelictions and value systems of those

who select the final candidate are imperative to understand and, more importantly, to disclose to public
examination.

The present method of selecting presidents

may be highly obsolete:
lengthy.

ponderous, exhausting, and too

It is also fraught with too much chance.

An analysis of this procedure is, therefore, mandatory.

192

The value to any future research will be
in shedding light

on the requirements of the presidency, but not in
terms of what the
daily job is.

Ample literature exists on this.

Also, we do not need

more suggestion about how he should behave organizationally.
is an abundance of contribution here too.

There

The greatest need is to

examine what the president expects of himself and what others
expect
of him

what they want him to do and how they want him to do it.

president need not accept such internal and external constraints,

but he does need to know what they are.

A

APPENDIX A
DEFINITIONS USED IN THIS STUDY

.

APPENDIX A
DEFINITIONS USED IN THIS STUDY

Achieved Status.

"It is achieved by individual effort
and through competition with others."
(Page 79)

Ascribed Status.

It is "assigned to individuals without
reference to their innate differences
or abilities."
(Page 79)

Excuse.

It is "an approved technique for avoiding
sanctions by asserting that an equally
high or higher claim prevented the individual from fulfilling his obligations."

(Page 86)

Expectations

"An evaluative standard applied to an
incumbent of a position." (Page 80)

Interrole Conflict.

Occurs when "the sent expectations from
one role are in conflict with those for
another role played by the same person."
(Page 86)

Leadership.

The "exercise of authority and the making
of decisions." (Page 83)

Leadership Style.

"A relatively consistent system of interacting with others who are in subordinate position." (Page 83)

Multiple Roles.

"The roles associated with the various
statuses held by an individual at a
given time. " (Page 84)

Position.

"A location in a social system which is
associated with a set of norms called
rights and duties and to which is
attached a certain amotint of prestige."
(Page 78)

^Page number appearing after definition refers to disserta
tion page on which definition appears.
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Pressure

"All those factors relating to role
^l^ch singly or in combination are
sources of potential difficulty for the
Individual." (Page 85)

Prestige Status.

One who possesses it is "an object of
admiration, an object of deference, an
object of initation, a source of suggestion, and a center of attraction."
(Page 80)

Reference Group,

A "group or social category that an individual uses to help define his beliefs,
attitudes, and values and to guide his
behavior." (Page 81)

Role.

It is a pattern or type of social behavior
which seems situationally appropriate to
him in terms of the demands and expectations of those in his group."
(Page 81)

Role Conflict.

"The exposure of the actor to conflicting sets of legitimized role
expectations such that complete fulfillment of both is realistically impossible." (Page 85)

Role Playing,

"Performances which validate (or invalidate) the expectations of the other
person or persons in a social set."
(Page 82)

Role Primacy.

"The precedence of one role over
another."
(Page 84)

Sanctions.

"They are a penalty or reward directed
at a person (or group) in order to discourage or encourage certain types of
behavior,"
(Page 81)

Social Issue,

"An undesirable condition or situation
that is judged by an influential number
of persons within a community to require
group action toward constructive reform."
(Page 84)

.
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Status

"A collection of rights and duties
(Page 79)

Strain.

"The felt difficulty in fulfilling
role obligations." (Page 86)

Values

"Criteria or standards in terms of
which evaluations are made."
(Page 82)

Value System.

"The set of criteria or standards
in terms of which evaluations are
made." (Page 83)

"

APPENDIX B
RESEARCHER’S CONTACT LETTER

Western

New England College

Springfield, Massachusetts, 01119
Julian H. Murphy
RBCTOR OF DEVELOPMENT

July

1,

1973

Dr. Pasquale DiPasquale, President
Assumption College
500 Salisbury Street
Worcester, Mass. 01609

Dear Dr. DiPasquale:
Many months ago. President Ward of Amherst took
a personal
stand on the Vietnam War.
In so doing, he personified two conflictxng roles that a college president must "play"—
citizen and
symbol.
I have taken this role conflict as the
central hypothesis
for my dissertation being completed at the
University of Massachusetts
.

The literature on college presidents is either anecdotal
or
managerial. There is none dealing with the conflicting roles
they
face.
It is important to know from the presidents theneelves
whether they must at the right time dart out with acts of courage,
of personal wager, or whether they must divert their private
conscience in order to perform a public task.
To complete my research, I would like to talk with you about
this particular dilemma facing the college president.
I will call
your office to arrange a convenient time for a brief, and, I hope,
spirited hour of your time.

Sincerely,

Julian H. Murphy
Director of Development
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STEATIFIED INSTITUTIONAL SAMPLE

Private

Two

Year
Colleges

Four
Year
Colleges

Public

Sectarian

Secular

Acquinas Junior
College
Acquinas Junior
College of
Business

Bay Path Junior
College
Pine Manor Junior
College

Berkshire Community College
Greenfield Community College
Holyoke Community College
Mt. Wauchusett
Community College

Anna Maria
College
Assumption
College
College of Our
Lady of the Elms
Emmanuel College

American International
College (Non-Prestigigious)
Amherst College
(Prestigious)
Curry College (NonPrestigious)
Hampshire College
(Prestigious)
Mt. Holyoke College

Fitchburg State
College
North Adams State
College
Westfield State
College
Worcester State
College

(Prestigious)
Smith College (Prestigious)
Springfield College
(Non-Prestigious)
Western New England
College (Non-Prestigious )

Universi-

Boston College

Northeastern
University

ty
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University of
Massachusetts
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1.

You are a person with personal beliefs
and values.

Simultane-

ously you are the president of an institution
with its expectations of how you shall act.

Does a conflict exist between

your role as a president and your role as a
private citizen?
(Examples
2.

A.

!

Questions to be asked if answer to Question Number One
is

"Yes!":
(1)

If a conflict exists, with whom does it exist?

a
b
c
d
e
f

g
(2)

Trustees?
Donors ?
Faculty?
Students?
Parents?
Alumni?
Others?
(Identify!)

What social issues cause this conflict to surface?
Probe Questions
a

Partisan Politics
Should a college president actively
contribute to or participate in a political party?

b

Busing .
Should a college president take a public stand
on busing as a means of racial integration?

c

Participation in Public Demonstration . Should a
college president participate in a public demonstration either protesting or supporting a controversial
issue?

d

War . Should a college president take a public stand
with respect to the Vietnam War?

.
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(3)

e

Institutional Investment Policy . Should a college
president attempt to influence the investment policy
of his college in accordance with his personal
views on controversial holdings?

f

Unjust Law . Should a college president take a public
stand on a law he considers to be unjust?

g

Amnesty
Should a college president take a public
stand on amnesty for draft evaders?

h

Abortion
Should a college president take a public
stand on the legalization of abortion?

i

Marijuana . Should a college president take a public
stand on the legalization of marijuana?

.

.

Illustrate from decisions you have made how this conflict
has occurred?

What did you gain or lose by this personal or
institutional stand?
(4)

2.

B.
(1)

From which group did you receive
a.

the most pressure to conform to their expectations?

b.

the most support for your actions?

Questions to be asked if answer to Question Number One is "No!"
If no conflict exists, what has created this congruency

between your role as a college president and your role
as a private citizen?
(2)

Illustrate from decisions you have made how this

conflict has been avoided.
What did you gain or lose by this personal or
institutional stand?

;

204

(3)

(4)

From which group did you receive
a

the most pressure to conform to their expectations?

b

the most support for your action?

What would you do if confronted with the following
social issues

Probe Questions
a

Partisan Politics , Should a college president
actively contribute to or participate in a
political party?

b

Busing . Should a college president take a public
stand on busing as a means of racial integration?

c

Participation in Public Demonstration
Should a
college president participate in a public demonstration either protesting or supporting a controversial
issue?

d

War . Should a college president take a public stand
with respect to the Vietnam War?

e

Institutional Investment Policy
Should a college
president attempt to influence the investment policy
of his college in accordance with his personal
views on controversial holdings?

f

Unjust Law
Should a college president take a public
stand on a law he considers to be unjust?

g

Should a college president take a public
Amnesty
stand on amnesty for draft evaders?

h

Abortion
Should a college president take a public
stand on the legalization of abortion?

i

Should a college president take a public
Marijuana
stand on the legalization of marijuana?

.

.

.

.

.

.
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3.

Are you always the President of your institution?

4.

Is your family also involved in your
role as President?

5.

Would you take an action that violated the law?

6.

Would you seek prior approval of the Board of Trustees
for an
action you would contemplate taking on a social issue?

7.

Would you take this action without the Board's approval?

8.

Would you resign to take a stand on a social issue?

9.

Would you take a stand as an act of institutional leadership?

10.

If you took a stand on a social issue, would it inhibit

academic debate on your campus?
11.

Why did you become a college president?

12.

As a president, do you have power?

13.

How would you describe your leadership style?

14.

Is moral leadership part of the president's task?

appendix e

— PERSON,

ADDITIONAL DATA

POSITION, AND POWER

appendix e

ADDITIONAL DATA— PERSON, POSITION, AND
POWER
The only way one can truly understand
power is to understand
restraint,
A man of power without restraint is as
powerless
as the man of violence.
Both are equally dangerous.
Both
specialxze in destruction. Both silence divergent
views
I'm
hopefully cognizant of the fact of my power and
am able to wear
It with some skill.
The man or woman who sits in the presidential
chair is

awarded considerable positional power.

Likewise, much is expected of

him because he is the head of an academic institution.

But why do

people seek a college presidency when, in so doing, they
offer themselves up as targets similar to the last duck on the last day
of the

hunting season?

Do they realize the power of the position?

The

president of the prestigious, four-year college quoted above would

seem to.

What leadership style do they think they employ?

president a moral leader for his constituencies?

Is

the

What is his attitude

toward the press who are the chief conveyors of his words and deeds
to the external world?

What values guide his actions?

To seek answers to those questions was not the purpose of
the research.

Those replies have not been related to the perceptions

on role conflict.

But in the process of investigating the problem

posed, data about the nature of the presidential person, position,

and power began to emerge.

It is one-sided because it represents

the attitudes and viewpoints of the president and no one else.

information that each president divulged.

If offers a perspective of

the office that is not seen in the existing literature.
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With the
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other data of Chapters IV,

V,

perspective on the presidency.

and VI, it provides an ancillary
It is placed in this Appendix as

derivative, useful information but data not relevant
to the study
undertaken.

Why Individuals Want To Become President

Why does one become a college president?
replies were couched in good humor.

Some of the

Others indicated that the

respondent was tired of the strain and pressure.

Many were consider—

ing the effective length of a presidential term and the need for a

period to recharge their emotional batteries.

Table 20 discloses the

reasons for becoming a college president and the number of times that

reason was offered.
Training .

Seven of the presidents trained for the job.

In

each instance, it was training acquired by working in the academic

vineyard in a number of administrative positions.

In addition, some

of these "trainees" were singled out at a stage in their careers by
the college president to whom they reported, a process not unlike the

papal creation of Cardinals.

The president of a four-year, non-pres-

tigious private college described that "elevation" as follows:
I was Vice President for Administration at (the University).
Chancellor (Smith) took five of us aside saying that we were all
I'm the last but we now all are presidents.
fit to be presidents.
When he suggested that I come (here) after his failure to get
me to try some others he said that it was a place I could have
On my last day, he called me in to offer advice.
fun building.
He cited my strengths and then went over my three weaknesses
impatience, temper, and movement. I
I knew them already
I'm not sure I heeded, but I listened.
listened.

—

—

—
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TABLE 20

REASONS FOR BECOMING A COLLEGE PRESIDENT

Reason

Number of
Responses

Number of
Respondents

Sought it

8

(29.6%)

27

Trained for it

7

(25.9%)

27

Asked to

7

(25.9%)

27

Service

6

(22.2%)

27

Agreed with philosophy
of the college

5

(18.5%)

27

Faculty wanted me to

3

(11.1%)

27

Career orientation

2

(

7.4%)

27

Where the action is

2

(

7.4%)

27

College needed me

2

(

7.4%)

27

Bored with present
task

1

(

3.7%)

27

1

(

3.7%)

27

Worked for it

1

(

3.7%)

27

To manage the college

1

(

3.7%)

27

To accept the chal-

lenge
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Soug^.

Eight presidents sought the job.

that he wanted it to prove something to himself.

he wanted to "make his mark" in the world.

One intimated

Another said that

The president of a

community college said he had made up his mind when he
entered into

higher education that a presidency was his goal.

He fashioned the

following words to describe that desire.

build houses. That’s an avocation. Someday I'll do it
regularly.
I have a degree from (that college).
I started
as an Assistant Librarian in 1950 at (that state college).
It wasn't my cup of tea.
I got to the Korean War in the navy.
When I got back I went to the President there and told him
what I wanted.
I had always wanted it and he knew it from my
prior enployment. I wound up in admissions. From there I went
to two refusals and now to here.
But I would not do it any
differently.
It's a real thrill.
I made it.
But the first
two years were the best.
Now we're bigger. I work harder.
Others get some of the sense of accomplishment I once had.
Maybe I'm just becoming less efficient.
I

Service

.

Service was the reason given by six of the seven

sectarian presidents.

Service means that every individual has a

certain relationship to other individuals.

So far as Catholic persons

are concerned, each is seen to have a faith and value system that

believes in the dignity of the other person.

Each Catholic tries,

therefore, to be just and fair in his contacts with others.

The

president of a sectarian, four-year college explained that concept
of service as follows;

A desire to serve others continues to be a part of the life of
(We are) a Catholic college where Christian
(our) alumni.
beliefs and values are part of the bone and marrow of the
individuals who make up this community, where the concept of
service should be dominant. Christ living among his people,
teaching by precept and example is still the Leader, the
Divine and Human Model. Volunteer work in hospitals and homes
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for the aged, the young, the underprivileged
has always been a
part of the college life of some alumnae, but now
it is something
more which mght be called presence
It is meeting closely with
other individuals on campus or off, in the city,
in the suburb
in work or in recreation.
but the manner is different.
The desire to talk with, to come to an understanding
of why the
person is where he is particularly when he needs help.
It is
concern for the individual but more for the forces which
have
influenced him.
.

.

.

Philosophical agreement

.

,

Concomitant with the concept of

service, five of the seven sectarian presidents advanced
their agree-

ment with the philosophy of the college.

They look to the religious

purpose of the college and subscribe to the values inherent in a commitment to Catholic education.

The president of a two-year sectarian

college framed here agreement in these words:

because

I

was asked to do so.

ended.

I

was asked to become president.

ber of years.

I

"I became President here

It was a term of office which had just
I

had taught here for a num-

am totally committed to the Catholic philosophy of

education, to its commitment to the real values of life.
in them; therefore, I accepted.

not forced.

I

can resign any time

I

Asked .

I

believed

could indeed have said no.
I

It was

want to."

To be sought out as president is partly a fimctlon

of previous performance, partly a function of being known to the

Board, and partly a function of already being at the institution.
The president of a private four-year college briefly stated this view.
"Well, I was the Assistant to the President at (one college) and

Vice President here.

stituencies.
I

I

assume

enjoy the power.

was known to the trustees and the other con-

I

I

was acceptable.

So, I took it.

I

guess

I've had fun and would not reverse the clock."
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Career.

On occasion, one encounters a president
who has

made the presidency a career.
text of all his remarks.

That professionalism pervades the con-

One president of a four-year college asked

the interviewer during the conversation the following:

dency a profession?

"Is the presi-

Can you go from one presidency to another?

don't know the answer.

I

I'm not trying to leave to go elsewhere but

it's a thought that has occurred to me more than once."

The best

teply to his question is the observation made by a university president.

"I've been a college president for twenty-six years, five of

that at that (University), two elsewhere, and the rest here.

seen iiiq^ulses of the moment.

and to do the job.
Faculty

.

I

But I came here because I was needed

had already demonstrated I could."

One of the classic ways to be "chosen" is by the

vote or the instigation of one's peers.

The president of a state

college described that process and what it "cost" him.

stranger to ny faculty and students.

president here for eleven years.
to assume the presidency.

accept.

I

I

did refuse once.

I

But

I

Action .

did it.

I've been

The faculty and students asked me

nearly refused.
I

"Now I'm a

didn't use to be.

I

tried hard not to

was a Commonwealth Professor with a

national reputation in technical education.
headaches.

I've

I

didn't need all those

Now I'm a stranger, maybe to all of them."

To want to be "where the action is" probably re-

quires a president who likes to acquire and to wield power.

The

president of a community college described his motivation in these
words:

"I used to sit at

(my president's feet) at the college.

I

"
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learned just about everything
from him.
politics.

Unfortunately the party lost.

I've had a lot working for me.

operate.

I

I

Nevertheless, with all that,

enjoyed watching my president

got great enjoyment from it.

I

ture and enlarge the academic
environment.
me.

It was where the action Is:

put It to use In New York

I

watched him create a posI

decided that this was for

the work, the challenge, the rewards,

the fun.
Need.

The particular talents a man may
have can be needed

by the college In search.

Those talents may be managerial,
financial,

diplomatic or exist In some other form.

The president of a sectarian

four-year college described the matching of
Institutional needs with
his talents.
Well, first of all the job was offered to me.
There were, however, problems.
But the College was worth serving.
I was told
their needs, was asked, and I should have responded. It*s
a
matter also of what people had done before me. I was building
on what had been done in the past. I have, however,
studiously
avoided all reference to the past in my comments. If we don't
have people willing to get involved in this job, then that's
bad.
It's a horrible responsibility.
It's a difficult job.
hut it must be done by good people whose values and talents
match the task.

Boredom and challenge .

The nature of the job a presidential

candidate holds and his desire to do or be something better may

strongly influence his motivations.
college

— whose

The president of a four— year

wife was against his accepting the job

that dichotomy in this fashion.

— discussed
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wanted it because it was another challenge,
both intellectual
and personal.
I was on the top of the other
job.
I was bored
^ chance to develop an institution
from virtually nothing. All institutions differ in time
and place. I
lost ground in terms of my own prestige. People
1 knew forgot
me.
Many would no longer speak to me. They forgot
my name.
^ real opportunity that comes to only a
few to build
a college.
I even had trouble with old friends.
So, for five
years, I kept all my old contacts open so I could go
back.
Financially, it hurt me in the sense of a total package.
So
I guess you can say it really was a financial
sacrifice.
I

Work.

Working for the presidency is not only a matter of

serving in the administrative vineyard, it is developing the
proper
image that places one on a prospective list of "comers."

As society

has a social register, there is said to exist a presidential register

from which candidates are drawn.

The president of a four-year state

college discussed this way up the golden ladder.
There exists a list of some two hundred candidates. Often they
do not know they are on the list.
I only became aware myself of
it some two or three years ago.
You’re on the list because of
your beliefs, actions, ideals, and activities. It’s a floating
list.
It’s being on the list that gets you serious consideration.
If you apply for a presidency, you don’t get it.
The only
way is that list.
The list is useful to the Trustees.
It’s useful to you, too, when you become aware of it. It
forces one to become aware of himself.
.

Management

.

.

.

To manage is to make decisions.

It eiqjhasizes

the task to be performed and the residual responsibility that the

president has of being held accountable for successes and failures.
The president of a sectarian college describes this type of motivation.

"A president must be strong and wise.

gerial know-how.
donnas.

I’m not.

I’m that type.

He must have the mana-

Faculty and students are prima-

But you have to treat them that way and be ready

215

to protect your own rights.

have to convince.

I

I’m the decision maker, the one
people

have to convince the Board in the same
way.

I've always had a Board majority agree that
this is the prerogative

and function of the President."

Comparative data on "declaration of intent" by
presidential
candidates is shown in Table 21.

No pattern is evident beyond the link

between service and philosophy as it applies to sectarian
institutions.
Training seems important in state institutions.
for sectarian presidents.

It was not a motive

Being asked to assume the presidency of a

sectarian institution is apparently more likely to occur than in
other

t)T)es of

colleges.

It is noteworthy that the three sectarian

presidents who identified service as a motive also cited philosophy
and having been asked as additional considerations.

Power

Position confers power.
atrophy.

It may be exercised or it may

It may be accepted as a real part of the job or denied on

the grounds of being non-existant

.

Table 22 tabulates presidential

responses to the question, "As a president, do you have power?"
The replies to this question constitute some of the most

provocative statements on the nature of a college presidency that
this researcher has encountered.

The two negative responses are

particularly inqjortant because they represent the minority view of
two of twenty-seven presidents.

1

1

1
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TABLE 22
DO PRESIDENTS HAVE POWER?

Type of Institution

Number

Yes

Community College

4

4

2-Year, Sectarian

2

1

2-Year, Secular

2

2

4-Year, State

4

4

4-Year, Sectarian

4

4

4-Year, Prestigious

4

4

4-Year, NonPrestigious

4

2

University

3

27

Shared

Avoided
Question

No

1

1

1

3

24
(88.8%)

1

(3.7%)

1

(3.7%)

1

(3.7%)
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Denl^.

The head of the four-year sectarian
college des-

cribed his concept of power in these words.
as having power.

self that way.

It's not that 1 don't want it.
Of course, it doesn't matter what

given by other people, so
But

I

I

don't look at my-

I

think.

Power is

guess on that basis this office has it.

don't actively seek it.

I

"I don't think of myself

I

just do my job, enjoy it, and do what

1

believe.

I

have a right to refuse to accept the gift.

Remember, if power exists in the eye of the beholder,
then
I

so refuse."

This statement is both a denial and an affirmation of
power.

To refuse to act upon the "gift" of power bestowed by others

may be either an unwillxngness to visualize how they see the presidency

— an

abnegation of the responsibility of power

attempt to mislead the researcher.

— or

a deliberate

The style of this president

and the manner in which he handles faculty and students is commanding,
confrontative, and direct.
not.

He asserts that they over-react; he does

He can still, of course, deny that he has power and still act

in this fashion but it does raise questions of either the honesty
of his words or his possible naivete.
The second president

prestigious college

— used

— head

of a four-year, private, non-

the doctrine of negative control to

justify his denial of positional power.

positive it's not a position of power.

He states:

"I'm very

If you think it is then

you are talking of being the determiner of the lives of your
employees.

From the president one goes directly to the students.
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Othervlse, the presidency becomes an
administrative Job and the students Just make it possible. My
responsibility is to the students.
That's my credibility. My motivation
is that, and, really, it's a

question of motivation.

Colleges are not Intended as places created

just for us administrators to have jobs."
This president's career is an affirmation of
his concern for

students.
it.

term.

He still offers "fatherly" advice to those he
think needs

One segment of his faculty calls this paternalism, a
pejorative
Some think him to be a tyrant.

rect— and both may be— he still denies

No matter which view is corthe power and acts the part

well.

Avoidance .

The president of a four-year, non-prestigious

college avoided confronting the notion that he had power.

He chose to

discuss leadership intertwined with popularity rather than the issue
of power in these words.

Remember, no president is ever very popular, maybe not even
popular at all. Leadership is a tough job. One gets a lot of
criticism. You can't have a tender skin. You've got to do your
job and let them talk.
(Weekly) we have a social hour:
cocktails for the community.
It's understood that they'll tell
me what they really think.
That goes for me, too. It's intended for give and take.
It's there that I find out how unpopular
I really am.
But I can't be popular. No president can.
It's
a mistake to think he can.
That's despite the fact that I've
done things for the faculty nobody else ever did.

Affirmation .
are fascinating.
trenchant.

The confirming observations of the sample

The candor alone is noteworthy.

Some are laconic.

The words are

Others are more detailed.

of eleven male presidents have been selected.

The views

These views cover

all types of institutions and are presented in an order from two-year

colleges to university to provide whatever contrast there may be in
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the respective views.

Two-year sectarian college.
truth more than power.

This female president prizes

To some degree, she acknowledges she
does not

have time to "play games."
prize truth more than power. Anything less than
truth I
couldn't live with. Keen awareness of life is a
gift.
I'm
going to have all there is~that's life and truth.
Perhaps
that's a type of power.
I don't know.
Truth makes you free.
I don t want to pretend with you.
I do not have the energy to
be other than what I am. Why not use the education we've
all
gone through to teach and to seek reality. Of course
there is
beauty amidst chimney pots. There is no other way to live.
Education is somewhat a matter of internal politics which is
P^^tly a matter of power. My predecessor was a stiff upper
lip.
The faculty and staff should not be so threatened.
I

Two-year community college.
as style, as a way to achieve.

One president regards power

The other sees it directed toward

hir^— the concept of accountability

— and

how wisely he uses it.

Sure I have it. Not in the customary political way of looking
at things.
But I do have it: power to do things, power to help,
power to be free. Of course,
non-directive style is a manifestation of that power. You're right that non-directiveness
can be a great tyranny, but isn't freedom great tyranny? I
enjoy power. My concept of goodwill is a resource base of
power. When I have to, blast! That's the steel I talked
about.
I hope I don't misuse it.
Of course I don't have to
tell you that you also don't overuse it. Power is a bad
word or at least it has become so. I don't believe it. It's
a fact of life and no one can deny its existence.
So, why try?
If one has it, use it.
Use it well.
(President number one.)

—

Of course,

I have.
Everybody has. Even the lame brain has it.
It's easy to come by. Accountability, however, is not so easily
cast aroimd. My greatest power is the power of appointment.
It may not be absolute.
I recommend in concert with others.
That is power as long as I don't make it a habit of appointing
political cronies. It's a question of how I use that power.
A president delegates. He, and they, recommend. He screens
and has to be convinced. It really depends on how a president
uses his authority. That's what it's all about. That's where
it all is.
(President number two.)
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Two-year private.
view.

Abuse of power is the key theme in
this

These words are particularly brief but
pointed, and, interest-

ingly, put in the third person.

He has tremendous power.
If he abuses it, he destroys human
lives.
Total power equals total evil. It is great
power
He signs documents affecting the lives of other
people
involving fairnes, money, promotions, etc. If he
does not
use his power, he is derelict.
Thus, if he doesn't know
what to do with that power, if he thinks he has
none, he'd
better get another job.

Four-year state.
tion of power.

Power is action.

When challenged, use it.

Power is the preserva-

Do not let it atrophy.

This

view is exhibited in these words.
I've got power. I'd surer than hell better use it. If I don't
then I'll lose it. Here's an exan5)le. Late yesterday I got
a paper from the (faculty) saying how merit raises would be
handled.
No way!
It was a direct challenge.
I had to act.
I
worked from 8:00 p.m. to 12:00 a.m. writing my reply. It's
typed and in the hands of the department chairmen now. Now
they have something to carry with them to our meeting this
afternoon.
I told them how it was going to be.
I built some
false democracy into it.
I created participation which they'll
love.
But I'm keeping my power.
It's necessary.
If I hadn't
done this, that's one good part of it gone already. No way!
Immediate action that's what I'm paid for. I can't afford a
mistake in my career.

—

Four-year prestigious.

Power creates and hems in.

People

become aware of how to handle its display and govern their actions
accordingly.

This is one theme illustrated as follows:

I think I'm more free now with the Trustees than ever before.
There are some restraints, but I've built them in myself. The
faculty, of course, are different now. I guess maybe because
of what I've done the next president may be more free than I
was. People have learned to anticipate what I will do. They
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throw up barriers. Different barriers are
constructed against
the administrators.
I’m not sure whether that creation is
conscious or unconscious.

Four-year prestigious.
deception.

one man.

Power is acquisition and, in part,

It's selective and goal-oriented.

His counterpart enjoys power.

but is careful how he uses it.

This is the view of

He also likes to acquire it

A third senses the timing element of

power.
My power my style, is persuasion. Of course I like it.
A
president must act that way.
If not, then he’s swept out of
office. He should be.
It s needed to get things done to get
more done. I continue to acquire it. It’s fun. I wish I had
more.
If I did maybe I could do more.
I don’t lie; but I
don’t always tell everything.
I’m selective. Of course,
though, I may have to lie. We are all part liars. Distortion
is necessary to serve the end in which we believe. Everybody
does.
It’s not really dishonest.
It’s purposeful and may be
necessary. When a president is new, he has to find out how
much power he actually has. That’s a continual process. It’s
a fun one, too.
(President number one.)

—

As a

.
scientist, of course I’m influenced by my specialty.
Aren’t all men? I’m calculating? Of course, and I don’t
apologize for it. I’m paid to be. I’m paid to exercise judgment, to get things done. How can this be done without calculations is beyond me.
1 have power; I don’t deny it.
Why
shouldn’t 1 have? Man is a political animal. We go through
life making these trade-offs. Power is two things; it's
a fact; it can be utterly demoralizing if you don’t have it.
life as president is exciting.
I enjoy power.
I thrive
on it.
I'm continually trying to acquire more. When I first
came, it was at its peak, probably.
Since then, it’s maneuvered
in peaks and valleys.
Certainly I had as much then as now.
Maybe even more.
(President number two.)
.

.

job here is to define the issues.
It is to force the faculty
I regard myself as a
to face it and to give alternatives.
That
seminar leader.
It is my function to create the process.
The power of the presiis more iii5)ortant than the decision.
dential office is the power of persuasion. I have become more

223

discussions
are taking place I am more
arr^kln^puir'l
constrained to remain quiet
I
must not enter the conversation
lest people say he^s already
made up hxs mind. Therefore, I
must wait for the pLultl^L
moment.
(President number three.)

Four-year sectarian.

Power need not lead to tyranny.

Rather, it can create style, create
example.

Power can be leadership

if it is stylistic.

A president IS no Hitler.

He leads by example. A private
conscience is how one looks at life. Of course
he can be a hard
nose.
But I wonder? What good is that?
What good is power if
xt s not for the benefit of all? Private
conscience is an
abstract concept. You examine it. You turn
it inside out
But such things lose reality when they're
turned into an
equation.
Remember; no formula about anything power
or
anything else can provide for a rusty set screw.
A presidency is a reality.
It's a style.
It has an impact which is
not always justified.
But it's part common sense, part background, part history and tradition, and part
consensus. All
these are power.

—

University.
ions.

Diplomacy, tactics, and power seem to be compan'

To govern is to use each with facility.

To fail is to depart.

A university president created the following picture;
A president should resign if he is no longer able to govern. It
depends on his failures and how others react to both failures
and successes. A president must use all the means he can to
svoid over— reactions
He must act diplomatically and morally.
He must not become so intolerable that he can not function.
Upon such an occasion his own good sense would provide for his
departure. Sure it's true that he's not using his power well
if that happens.
I suspect that's true in lots of cases.
Some
presidents feel they have it. 1 have a certain amount of
power.
Right now I'm testing it.
I'm not the least overpowered
by it.
I'm open. True, I'm a tactician. Isn't that what a
diplomat is?
.

Presidential Style

Power is an action component.
a happening.

It transforms a resource into

Power may be exercised blatantly, brashly, or persua-

224

sively.

It may further an institutional
goal or a purely personal

ambitxon.

If power is to be used

its existence believe it should

well~and each

be-then

of those who affirm

it may command or cajole,

tryannize or democratize, reward or punish.

Part of the successful

deployment of power is leadership style.
Each of the presidents was asked to describe
his usage of

power

his leadership style

— as

he saw it in action.

Table 23

discloses those behavioral descriptions and the number
of times the
term was used to categorize presidential style.
The president as decision maker outdistanced all other
des-

criptions.

The next most frequent was manager of resources and
two

of the three third choices were manager and chief executive.

This

would seem to indicate that presidents tend to en^ihasize the task
to be performed

the job to be done

— rather

than the process by

which it is achieved in human terms.
Some categorizations are qualities that perhaps a president

should bring to the job:

prudence, patience, courage, detachment,

diplomacy, objectivity, non-conformity, and persuasiveness.

Others

indicate the manner in which decision making should be accomplished:
mediation, facilitation, moderation, non-direction, appeasement,
peace making, challenging, defining, defusing, and synthetizing.
Others may categorize a philosophy of management:

leader, mover,

helper, bureaucrat, middle man, possibilist, pluralist, and non-con-

formist-rebel

.
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TABLE 23

PRESIDENTIAL STYLES

Categorization
Decision
Maker

Manager of
Resources

Responses
10(37%)

Resp onses

Nondirective

1(3.7%)

Challenger

1

Swinger

1

1

Defuser

1

Courageous

1

Non-confo rmist

1

Spokesman

1

Director

1

Appeaser

1

Synthetizer

1

Presence

1
1

Definer of
Issues

1

Peace Maker

Low Profile

1

Possibilist

1

Middle Man

1

Administrator

1

Diplomat

1

1
1

3(11.1%)

Learned
Judge

3(11.1%)

Prudential

Chief executive

3(11.1%)

Facilitator

2(7.4%)

Moderator
Processor

2(7.4%)

2(7.4%)

Mover

2(7.4%)

Bureaucrat

1(3.7%)

Pluralist

1(3.7%)

1

1

Helper

Mediator

Responses

Work Horse

5(18.5%)

Manager

Categorization
Persuasion

—
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But the Importance of the
descriptions lies in the fact
that twenty-seven practicing
presidents saw their behavior
In these
terms,
of course, this Is a
one-sided view.
It does not describe
how others see the president.
Some categorizations may
be self-

serving but there are too many
terms employed here that are
regarded
by faculty, trustees, and students
as pejorative to believe
that
they are distortions.

Stylistic characterizations, however,
deprive us of the
flavor of the actual words.

Many of the descriptions are so
pungent

that they are worth special notice.

Again, these views are pre-

sented in an order from two-year colleges
to university to provide

whatever contrast there may be in the
respective views.
^nnnunity colleges.

One two-year public president had

gone through the transition from popularity
to upset.

His words

trace that reaction to his change in leadership
style.

president has passed through the "turbulent years."

The other

His sense of

leadership discomfort is conveyed in his words.
It was different four or five years ago.
Then, we were a
small family in a large high school building.
It was different then. Now, we’re on a new campus. During the course
of the move, certain distasteful decisions to some groups
had to be made. During that period I played a role the
faculty had not seen me play. They were not used to it.
There was unhappiness that I turned out to be so strong. My
stock went down. It was paradoxical to them. You see, I
moved around a lot.
I use first names.

—

I stay loose.
It was real tough during this period of the
move.
They feel deceived.
They sense steel there.
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I m usually non-directive.
I take pride in my
style
I lead
people to believe that there is
more friendliness th^re
WhL
they get brought up short, they're
upset— even frightened
I have never really worked
out the right mix of ha?d
anf^oft
institutionalised way.
(Preside;!

LZTone.r""°"

We are conservative: me. faculty,
and I think the students.
I didn t march.
I didn't speak.
I was obscure.
It was easy
for me to take this obscure position.
I was uncomfortable wLn
they marched by my window. Much of
the intense type of confrontation never happened here. There weren't
many pryo-techniL
We have a classroom mixture of eighteen
and thirt^year olds.*
We don t have firebrands here. No 'Gung
Ho' types.
So I guess
I was inconspicuous.
I'm not sure what you'd call that.
Maybe
bystander. Maybe incipient peacemaker.
I don't know.
(President number two.)

Two-year secular.

One president has stressed the objective

nature of his style, a detachment that permits
restraint.

Another

sees himself as spokesman articulating the function
of the college.

A president is like a judge. He withholds any decision
in his
private summations. He retains an open mind until all
evidence is in in order to insure justice. Justice is not
as
easy to understand as injustice. Then: he gives an
unequivocal stand that must be obeyed. He says what the law is. If
he has serious conscientious scruples, then he has these
only
as a private citizen, not a judge.
(President number one.)
I am a spokesman.
I reflect on the accuracy, intent, methods,
and nature of the college. I have to do so without coloring
that reflection of my personal views. Sometimes there are
some things I do not agree with.
I must present even these
objectively.
There are occasions when I lead, I play certain
formal roles. I attempt to act within the purposes as intended by those who can decide the faculty and the trustees. Each
president colors the office with his personality. It's also
a matter of size of the institution,
A president can do
immense damage. He has that power. A president casts a long
shadow. ... He singles out for emphasis what's currently important.
That's my role. Now that you've focused in on it
for me, that's what the presidency is really all about.
(President number two.)

—
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£o ur-year
,

state .

One public president regards
himself In

process terms-as a mediator.

He sees the considerable change
that

has taken place In his attitudes
and the way he deals with discord.

Another emphasizes the need for
vlslblllty-hls physical presence at
trouble spots for It Is his belief that
this averts trouble. Of
course, it may also be a demonstration
of ego.
I think you'd call me a mediator,
peacemaker, appeaser. I
wanted people here to work together. I
once thought everybody was good, sincere, and genuinely
interested.
That's
different today. Ninety-eight percent are;
two percent are
not.
But that two percent can be wicked. They
have no real
interest in anything but themselves. They love
excitement
antagonisms; to challenge authority; to break
the law.
I
only hope I can diminish the two percent in my
actions. Five
years ago, it was that one hundred percent concept.
Not now!
I do not know the motives of why some are
here, how they
got in, how they re staying.
I don't automatically accept
all acts now as just mischief.
1 do not accept radical change
as ^simply well motivated.
I can't go back.
It wouldn't be real.
It's not accurate or representative.
There is an obligation
of the institution to be part of the educational process.
Now
I m more realistic of humanity, of human behavior.
I'm not yet
ready to say. Out, you bum! Out!' Because we still need to
help him. But I now see him in a clearer glass. It's not
cynicism, just realism. There are only a few severe violations.
But they're not kid things any more. No more
pranks.
(President number one.)

A president's leadership style is physical leadership and
presence. There were students from another university on our
campus.
They tried to physically break up our classes. I
could have hidden here in my office. But I was out, open,
exposed.
I ate all my meals here.
It was important that I
be seen. It helped. There was, for example, great to-do
over raising the flag.
There were the 'half-masters' and
the 'full-masters.'
There were vets, hawks, and doves. One
vet was a militant patriot. He lost his cool. The doves,
'half-masters,' got the flag lowered. This vet, thirty years
old, raised it himself to the pole. I went out to the assembled
crowd where all hell could have broken loose. I talked to
I sensed I physically could have been hurt but my
them.
(President number two.)
presence was needed.
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Four-year prestigious

.

One president believes that
It Is

his leadership function to
defuse discord.

In so doing, he protects

the institution and mediates
for Its benefit.

He believes that In so

doing, he protects his college
from public abuse.

Another believes In

prudence and reflection as the
characteristic of a faculty man turned
president. A third takes a more
limited view of the significance
of
Individual acts.

He visualizes 'personal capital'
as a large asset.

The fourth accepts the 'doctrine
of sufficient truth.'

One of iny functions given intense
discord or potential trouble
going to the violent extreme is to
defuse the situation. I
have to protect the institution. In
doing that, I protect the
family.
I need to prevent the destruction
of
principles, and practices of the college.
A personal
stand by the President may agitate. It
types the institution.
Beware of this!^ Leadership has to be exercised
for the benefit of the institution.
Thus, I'm a mediator, too, in the
good sense of the term.
Two types of people come in to see
me.
Those who are angry and those who want money.
Thus, I
mediate.
That's the act of leadership a college president
performs. It's not the only one but it's a frequent one.
(President number one.)
^

The habit of my life is determining for myself what I want
to
do.
Faculty members are solitary people. If you do your job
well, nobody will tell you what to do. Since 1952, I've
lived a life largely oblivious to what I wrote, said, or did.
Now I realize I can not just rip off' a letter in reply to
someone.
I can not act autonomously.
The number of things
I didn't think
and I now do think about are immense. Your
having asked this has made me 'gun shy.' I think that it is
too strong a term. You've made me realize I have become more
self conscious, prudential, and reflective.
.
There is one
.
qualification I didn't know I had for the job. I have a slow
reaction time relative to personal affront. The other day
(a friend of mine) put a question to me.
'Did a man ever come
in and start to talk to you, reading you out in a patronizing
air, but, at the very least, preaching to you? And in the
process of hearing that lecture you were being given, did you
ever say to yourself, what does the s.o.b. think he's doing
talking to the President of (this institution) like that?'
'

—

.

)
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told him I had never felt that way.
And I don't really think
have. He replied:
'If you're lucky, you'll
find a job in
which your potential neuroses become
virtues.'
(PresiLnt
number two.)
I

The individual acts that we take are
fewer than most of us think
In most instances, the consequences
of what we do are pretty
tricing..
I think it would be easier
for me to take such
a stand than it would be for (President
'X' )
I would suggest
however, that the reason does not lie in
the prestige of the
institution. Rather it lies in the prestige
of the man.
It's
a mtter of the individual and his
capital, not the individual
and his institution.
(President 'X's') capital is his worth
in the eyes of his trustees and his city.
Mine is scholarship
repute, and a national standing.
But, let's go a bit further.*
Impact is the function of the institution.
My personal capital
IS my style.
It s part of my political job.
(President number
three.
.

.

.

As a president, you have to tailor the act to
the circumstances
without destroying your integrity. You don't have to
do it to
calm the savages. Of course it involves a decision
calculus.
It s a calculation deliberate.
It's a strategy. Maybe it is
evil. Decisions are evil; there's somewhat of that
in all of
us.
Margaret Horton spoke of the 'Doctrine of Sufficient
Truth.'
Emotions complicate matters. Irrationality and venality occur.
So, you don't speak the whole truth, only that
necessary.
(President number four.)

Four-year, non-prestigious

.

One president counts on a

reservoir of undebatable accomplishments.
ments that success is constructed.

It is from these achieve-

A similar theme is repeated by

another president.

A president must pursue his own self-interest. If Ward
certain of support, it would have been idiotic not to have
done it. During his honeymoon, he could afford to make mistakes.
The number he can afford to make exists in inverse
proportion to the length of his honeymoon. He can be forgiven during this period. But the real test comes in how
many members of the publics said after the Westover-Ward
incident died down, 'I hope he learned his lesson.' Might this
not impede his future functioning. He has used up a large
quantity of his brownie points. A president should build up a
'reservoir of undebatable accomplishments,' before, for example, he should hazard such a thing as my wire to President
I was not criticized by
Nixon, and then do it carefully.

.
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one single person. A lot, however, applauded
me.
That
applause frightened me and taught me a lesson.
People are
crazy.
(President number one.)

The president’s function is to lead. How? By
practical considcrations. No matter how many ideas exist around
here, the ultimate decision on resources is mine. That decision
is the
final act of leadership. 1 do not have to be the
generator of
all ideas.
1 have to assess them.
I have to make all the decisions on the directions and goals of the institution.
Either
I subscribe to such ideas or not and a president
has to have
charisma. One sure has to have it.
It need not be good looks.
You couldn't say that of me. Too
much of
job has P.R. aspects to it for it to be otherwise.
Charisma can be achieved by oratory, or the ability to handle
in a classy way the things one does. Maybe credibility is just
as good a word as charisma.
Ultimately one must succeed in
having enough authority given to you by the people you boss.
Once you have it, it's a cushion against making a few mistakes.
It permits one to fall at times. A president is made during
his hone}nnoon. That may explain the short livedness of many
presidencies. There is apparently no in-between twixt a short
and long one. One has to build up immunity credibility during that honeymoon. It gives enough credit to service future
mistakes

—

—

Sometimes I can't touch base with everyone. There does have to
be confidentiality. There has to be an element of that especially when I'm giving people hell.
They can't believe that I'm
going to discuss it with this one and that one. If I don't,
faculty and students will treat us all as a group administrators get all lumped together. You have to expose yourself.
But it must be done alone.
It also helps to hold all of the
aces. You can't be a coward.
A president cannot have enough
bodyguards to protect him.

—

When the faculty blast me, they give me an out. They act as if
I might not have all the facts.
Thus,
I might be misinformed.
in their own way, they're protective. I'll do everything short
of a public squabble with my faculty. You don't fire your
cannons first and uselessly. You can't be the enemy of the
faculty and survive. You can't sap them of their dignity and
If you do so what have you won? You need their respect.
win.
A president shouldn't look for edges. Only an insecure man
does. You can get an edge, but I don't think you can plot to
They are time
It's like relations with a friend.
get it.

j

232

tested. We talk— or some of us do—
as if the faculty are the
enemy.
I do not believe we can
survive without them. If so
who would want the job? I wouldn’t.
’

Un±varsi^.

The sheer size of the university seems
to

create a different way of looking at things.
sized the concept of efficacy.

One president empha-

Although other words were chosen by

the other two presidents, each of the three
university presidents is

in accord with the following words

The question of self versus role that you raise goes beyond
the question recognizing that an individual acts as citizen
or symbol.
It goes direct to the personality structure.
I believe in efficacy.
I try to judge my actions on whether
they will be effective or not.
I am a pluralist, a pragmatist.
I am not ideological.
This means, of course, that
I’m not a Warren Bennis. I judge a possible alternative on
how effective it will be. Even if I had been in (that presi—
dsiit s) position, I probably would have dealt with a congressional delegation and tried to influence them. My style is to
create the conditions for success and impact.
Moral Leadership

Once a person has acquired the power of the position and

developed that power into a style, he is forced into a decision
about the moral nature of that position and how he shall act.

research has shown that a person-role conflict exists.

This

We are still,

however, faced with the gauntlet thrown by Professor De Mott’s belief "that the tides of affairs cannot and should not be ridden any

longer by the uncommitted man, by the person who calls out ceaselessly for regard for the rights of others without establishing himself as an authentic person capable of radical individualism."^

^DeMott, "Letter," op. cit.

,

p. 28.

—
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One of the ways that a
president

beeo^ an authentic petaon-is
for the inatltutlon.

niay

"commit" himself

to asaut. a role of
„oral leadership

Apparently Professor DeMott
would have him do

this.

The students at the
University of California at
Berkeley
criticized strongly their
president because he did not
assume this
posture.
Now that the passion of
confrontation has subsided,
presidents have a perspective
against which to decide whether
moral
leadership Is one of their functions.
Many of the social Issues used
in the interview protocol to
test person-role conflict
have a strong
moral component to them. As part
of the data obtained on the
presldenital role, each president was
asked the following question:
"Is

moral leadership part of the president's
task?"

Table 24 tabulates

those responses.

Sixteen of the twenty-seven presidents
believe that part
of the presidential task is to provide
moral leadership.

But most

were explicit in their definition of what
moral leadership means
to a president.

students

Most feel that they should set an example
for the

that their style of life and style of administration

serves as the necessary illustration.

The president of a non-pres-

tigious, four- year college framed this concept in
these words:

"Now we're seeing the president and the faculty-all of
us for that

matter— becoming models.

That's a difficult role to accept.

I'm

J. C. Byrne, "Report on the University of California
and
Recommendations to the Special Committee of the Regents of the Unisity of California," Los Angeles Times . May 7, 1965.
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TABLE 24

MORAL LEADERSHIP AND THE
PRESIDENT

Type of Institution

Connnunity Colleges

2-Year, Sectarian

Number

Yes

4

No

4

2

1

1

2

1

1

4

4

4-Year, Sectarian

4

4

4-Year, Prestigious

4

3

1

4

3

1

2-Year, Secular
4-Year, State

4-Year, Non-Prestigious

University
Totals
Percentage

3

27
100

3

16
59.2

11
40.7

:
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not sure our faculty could.

Maybe a lot of faculty can't.

But our
life styles and my administrative
behavior are being seen as examples
to model.
A lot think that It's a great loss
that we got away from

this behavior modelling.

Maybe the strength of a private
school lies

in its ability to deliver on values."

Other observations beyond the concept
of behavior modelling

were offered.

The president of a four-year, state
college objects to

having been used by the students as a
straw-man.

Whereas he was

student-oriented, he now believes that each man
accepts the final

responsibility for his own acts.

He e5q>ressed that view in these

words
Yes, 1 do have a moral obligation to students.
But it's an
obligation of leadership, of example, of being accountable
as
they must be.
The thing 1 feel most strongly about is being
used. We can be used by students.
I've changed these last
four years.
I don't particularly like it.
I was once completely student-oriented.
I'd do everything for him.
I'd
allow him to make all sorts of mistakes. But students and
people have changed. They are now subject to responsibility
along with the change in the law at age eighteen. I resent
most someone's trying to use me to beat the system to
shift their responsibility to me and to try to make me to
blame for the aberrations in their behavior. Students must
learn to pay the price for distrust, disturbances, drugs,
beer, and the rest. What I regarded as mere pranks four or
five years ago, I tend to say they must assume their own
responsibility for. A thief is a thief! A drunk is a
drunk!

—

The president of a sectarian, four-year college examined

moral leadership in light of her clerical role and role as a woman.
She sees moral fibre as life.

sibility.

No one escapes that personal respon-

She sees the moral leadership of the president as a fact.
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not as a display.

"
L'ff Sd ^rfrcrthL'^lf
lege

for life- they are life^°

^hor^ness of
years are not a preparation

^
P®°Pl®
no meaning In
Liberal arts are still Important
but^college
dministrators and faculty work
to show how the liberal Lts
function in dally living. The
method Is no longer lecLrr
President must be
fllTrheir T
lives.

lle^efa^weS!"""

The coimunity expects certain
things of a sister.
If she
takes an unconventional stand,
the fact of being a sister goes
agaxnst her. A number of people
believe only in a sister if
she wears a vexl.
1 do not understand the
pklosophy of a
c angexn dress.
A great number of people need a
symbol.
ecently I took a friend who had
just completed her Ph.D.
to celebrate at a restaurant on
the wharf.
It was a joyous
occasxon.
It was the first time I’d ever
done it.
There
were s^e who were horrified. There
were others who were
not.
The shocked wondered how this reconciled
with my vows
of poverty.
Thus my role as a president and sister,
as friend
and leader, can and do conflict in the
public eye.
The bent of a two year private college president
was more

practical.
ship.

He does not believe his function includes
moral leader-

He compared his job with that of a business
man.

I’m more constrained in value judgments than the president
of
In a business organization he considers where the
majority of the citizenry are. To be successful in business,
he must be with them.
It is not a question of right or
wrong.
It is where his customers are.
He may be so convinced
of a particular view he may take a stand; but it is nevertheless a business decision. When he does, it is a calculated
risk.
A college president must not cut off debate on his campus.
Percentages must not appeal. Where the constituencies
are is important but are not a basis upon which to take
a stand.
Students, faculty, and the rest are not customers
in the ordinary sense.
a company.
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A university president links his
leadership function to the
ability of the institution to take
a position.
a university does not have a
moral stand.

His assertion is that

His view is unique in that

no other president holds this particular
point of view.

Your title should be citizen or spokesman.
To be sure I'm the
spokesman for many things. But I am not
sure the extent to
which a university has moral stands.
Right now I do not believe
they have any.
Is such a stand, however arrived
at, a stand
for the trustees? A consensus for the
faculty? Of the students? I would be hard put to define
the moral things that
the university stands for.
Traditionally, it has been
morally neutral. Certainly it has some
clearly cognizant
intellectual values. But the others are beyond
the canons of
t e university.
We are not at the point yet where
the university has crystallized the moral values it
considers worthwhile.
don t think I m a moral leader. Institutions
can't make such
judgments. Is it really morals or unthought through
judgments
on concrete social, political, and economic events
cast in
moral tones? I agree we can and should make a statement
on
the dignity of human life. But does the (university)
have
a conscience ethically?
I haven't made up my mind about that.
Values

Power, style, and a moral leadership function are con-

nected with the values held by the Individual presidents.

A normal

development to be expected during the interviews was the disclosure
of some of those values.

Table 25 lists those values cited and

the number of times mentioned.

Service, truth, impartial discussion, and justice are

values that have already been disclosed in this and other chapters.
Service is a value held strongly by presidents of sectarian colleges.
No value other than service was consistently selected by any partic-
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TABLE 25

PRESIDENTIAL VALUES

Value

Responses

Value

Responses

Value

Responses

1(3.7%)

Peace

1

Human
Friendship

1

Personal
Privacy

1

Wisdom

1

Impartiality

1

Dignity
of Human
Life

1

Patience

1

Judgment

1

Sincerity

1

Service

5(18.5%)

Morality

Truth

3(11.1%)

Awareness
of Life

1

Impartial
Discussion

3(11.1%)
Selfreliance

1

Justice

3(11.1%)
2(7.4%)

Nonconformi ty

1

Concern for
Others

Maverick

1

Reason

2(7.4%)

Managerial

1

Forum, not

2(7.4%)

Discretion

1

Prudence

1

Tolerance

1

Civility

1

Sensitivity

1

Arena
Enlightenment

2(7.4%)

Understanding

2(7.4%)

Fairness

2(7.4%)

Dignity of
Others

2(7.4%)

Personal
Integrity

2(7.4%)
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Ular type of Institution.

Table 26 takes these

values and re-

lates them to the institutional
type by whose president they
were
mentioned.
The values mentioned seem to
fall into two categories:
those education in nature and those
personal in nature.

The presi-

dent of a four-year prestigious
college combined these together in
these words.

"But remember, as President

I

have to be concerned

wxth values as values and the process
of working them through.

I'm

awfully concerned with educational values—with
dialogue, justice,
fair-play, civility, and sincerity.

durally

humanely

I'm also concerned proce-

with the same ones.

Without the practice of

these values, the institution becomes formless.
exists.

No conceptual unity

Part of the job is to be sensitive to both
categories.

The more the constituencies are aware of these the
better."

Another president of a prestigious four— year college took
somewhat the same posture.

He illustrated his view with a Watergate

theme mixed with some of his fund raising tasks.

behavior.

"Look at Mitchell's

In Mitchell s admitting that he violated the law for the

sake of making sure Nixon became president because of all that

would mean for the country, then he deserted a standard of behavior
which is the very meaning of his life.

Irrationality, injustice,

and meanness do indeed characterize human behavior.
to Incorporate these things into myself.

must help to encourage that process.

I

But

I

refuse

am part of a process and

The means determine the ends.
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TABLE 26

PRESIDENTIAL VALUES BY TYPE OF INSTITUTION

Type of Institution

Values Cited

Community Colleges

Fairplay, Understanding

2-Year, Sectarian

Truth, Morality, Concern, Awareness of
Life, Service (2)

2-Year, Secular

Impartial Discussion, Truth, Forum not
Arena

4-Year, State

Reason, Discussion, Forum not Arena,
Enlightenment, Service, Self-Reliance, Non-Conformity, Maverick,
Managerial

4-Year, Sectarian

Discretion, Wisdom, Prudence, Justice,
Patience, Impartiality, Service (3),
Dignity of Others, Help Others

4-Year, Prestigious

Personal Integrity, Impartial Discussion, Truth, Understanding, Tolerance,
Judgment, Civility, Justice, Fairplay, Sincerity, Sensitivity, Reason

4-Year, Non-Prestigious

Enlightenment

University

Justice, Peace, Human Friendship,
Dignity, Personal Privacy, Dignity
of Human Life, Concern for Others

"
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It s not the other way
around.

Once an Individual begins to
bend,

once he accepts the blackmail
of corporate contributions, or
individual gifts, or pressure on the
Institution to what one person
wants, then one loses sense of
one's self.
This I can not and will
not do."

Another president of a four-year,
state college linked
values, ends, and idealism together.
of reason who can not dodge issues.

He sees the president as a man

"Earnestly, what can we do?

have to be careful to whom you say what.
issue.
txon.

No idiot should crusade.

dice.

You can not dodge the

Somehow there had to be a resolu-

If a president hides, be becomes a
coward.

He abdicates leadership.

You

He compromises.

Somebody will have to pay for his cowar-

When that happens, he should resign.

It's really a question

of how the President commands his resour ces~his
historians, his

sociologists, his teachers, his psychologists, and the rest.
must approach the situation as a place of high reason.
dent must reinforce reason.

business

Maybe I'm an idealist.

People

The Presi-

But that's our

.

Summary

Individuals become presidents for a multitude of reasons,
the most prevalent of which is "good and faithful" service in the

academic workshop crowned perhaps by the notice of their own president.
Others seek it for various motivations from proving something to
themselves to a desire for power.

desire to serve.

Sectarian presidents have the

Once in office, the position confers power.
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Practically all presidents recognize
that fact.
Others seek more of It.

Some enjoy It.

Some are concerned over Its
abuse, and with

their accountability for Its
usage.

Many see It as an Instrument
to

achieve goals.

Power performs through style.

Most presidents see themselves

as managers of some sort, as the
chief executives of their Institutions.

They see certain qualities that a
president should possess

and observe certain ways he should
carry out his job.

Most affirm

that moral leadership— principally by
personal example~ls a function

of presidentral leadership.

Behavior modelling Is the apparently

acceptable way to meet that requirement.
presidential styles.

Values are as varied as

They subscribe to the common truths of
educa-

tional virtue and transactional civility.

virtues of their neuroses."

Most seem able to "make
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Interviews

Amsler, James T. , President, North
Adams State College. Private
interview held at North Adams State
College, North Adams,
Massachusetts, October 18, 1973.
Barry,

Mane, Sister, President, Emmanuel College.
Private
Emmanuel College, Boston, Massachusetts,
^^73^^
OctobS^l

Courniotes, Harry J. , President, American
International College.
Prxyate Interview held at American International
College *
Springfield, Massachusetts, October
3, 1973.
Devine, Thomas F. , Monslgnor, President, Our Lady
of the Elms
College. Private Interview held at Our Lady
of the Elms
College, Chicopee, Massachusetts, October
16, 1973.

DlPasquale, Pasquale, President, Assuu^tlon College.
Private
Interview held at Assumption College, Worcester, Massachusetts, October 16, 1973.
Elliott, Randle, President, Bay Path Junior College, Private
Interview held at Bay Path Junior College, Longmeadow,
Massachusetts, September 21, 1973.
Frost, George E., President, Holyoke Community College. Private
Interview held at Holyoke Community College, Holyoke,
Massachusetts, September 24, 1973.
Hafer, John S., President, Curry College. Private Interview
held at Curry College, Milton, Massachusetts, October 2,
1973.

Haley, Arthur F. , President, Mt. Wauchusett Community College.
Private Interview held at Mt. Wauchusett Community College,
Gardner, Massachusetts, October 19, 1973.

Hammond, J. J. , President, Fitchburg State College. Private
Interview held at Fitchburg State College, Fitchburg,
Massachusetts, October 5, 1973.

Herman, Beaumont A. , President, Western New England College.
Private Interview held at Western New England College,
Springfield, Massachusetts, October 26, 1973.
Knowles, Asa S., President, Northeastern University. Private Interview held at Northeastern University, Boston, Massachusetts,
October 1, 1973.
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Leestamper, Robert E.
President, Worcester State Ton
,
^
College.
interview held at Worcester
r
Massachusetts. October
Ist igTr

hocRlln,

«lbur

,

chusetts.

Private

Private Inter-

SepteSefi 8 “l^73

^"®"’

Longsworth, Charles, President,
Hatpshlre
Pri
.
Private
intervxew held at Hampshire Col1pa« a Colleee
^ ’ Amherst, Massachusetts,
October 22, 1973
v,

.

Mendenhall, Thomas C. , Presldpn^
^
inter-/o
held at Smith College North
Hamot
Hampton, Massachusetts,
October 9, 1973.

-c^-

Monan, Donald J. , Father, President,
Boston College
Private
interview held at Boston College.
Chestnu? Hill ’
chusetts, October 31, 1973
.

O'Connell Thomas E. , President,
Berkshire Community College
Private interview held at the
University of Massac?u;etts
’
Amherst, Massachusetts, October
20, 1973.

Frederick C. , Jr., President, Pine
Manor Junior College.
Private interview held at Pine Manor
Junior College *
Chestnut Hill, Massachusetts, October
4, 1973
.

Randolph, Robert, President, Westfield
State College. Private
interview held at Westfield State College,
Westfield ’
Massachusetts, October 25, 1973.
Socquet, Irene, Sister, President, Anna
Maria College for Women
Private interview held at Anna Maria College
for Women *
Paxton, Massachusetts, September 26, 1973.

Truman, David, President, Mt. Holyoke College.
Private interview
held at Mt. Holyoke College, South Hadley,
Massachusetts.
September 28, 1973.
Turner, Lewis 0., President, Greenfield Community
College. Private
interview held at Greenfield Community College, Greenfield
’
Massachusetts, October 9, 1973.

Walsh, Phllomene, Sister, President, Acqulnas Junior College.
Private interview held at Acquinas Junior College, Newton,
Massachusetts, October 17, 1973.

,
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Ward, John W. , President, Amherst
College. Private interview held
at Amherst College, Amherst,
Massachusetts, July 31, 1973.

Welch

'

Sister, President, Acquinas Junior
College of
usxness. Private interview held at
Acquinas Junior College
of Business, Milton, Massachusetts,
October
1973.
9,

Wood

Robert, President, University of Massachusetts.
Private
interview held at the University of
Massachusetts, Boston 9
Massachusetts, August 2, 1973.

